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EFFECTS OF WESTERN EDUCATION ON EMPLOYEES'
PARTICIPATION AND JOB SATISFACTION
IN SAUDI ARABIAN INDUSTRIES

Abdulrahman Y. A l-Selaim , Ed.D.
Western Michigan University, 1992

The purpose of this study was to investigate to what degree Western education
and Saudi Arabian employees' degree of participation in quality circle programs
influences their job satisfaction. These variables were investigated using a survey
administered to 150 Saudi Arabian employees working in the production department
of a Saudi Arabian company. The Questionnaire of Participation and Satisfaction
(QPS) instrument that was used in this investigation is a 20-item questionnaire; items
1-13 were developed by the researcher, and items 14-20 were developed by Abbas
(1985).

The questionnaire consisted of three components designed to determine:

where employees were educated, as well as highest level of education attained; degree
of participation in quality circle programs within the production department; and, level
of employee job satisfaction.

Data collected were analyzed using the i test for

independent means and tw o-way analysis of variance (ANOVA).
The findings from this study indicated that W estern-educated employees are
more likely to participate in quality circle programs than those employees who have
been educated within Saudi Arabia. Further, the investigation demonstrated that
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W estern-educated employees are more likely to be satisfied in their job than are those
employees who have been educated within Saudi Arabia. Also, this investigation
demonstrated that employees' degree of participation in quality circle programs,
whether high or low, does not influence their job satisfaction.

Finally, this

investigation demonstrated that there are no significant relationships among
employees' type of education (Western or Arabian) and degree (high or low) of
participation in quality circle programs, and their job satisfaction. That is, there were
no significant differences between employees' job satisfaction levels as related to their
degree of participation in quality circle programs. Employees who participated in
quality circle programs to a high degree expressed no significantly higher levels of
job satisfaction than employees who participated to a lesser degree in the quality
circle programs. Job satisfaction levels were not considerably higher in employees
participating to a high degree in quality circle programs, regardless of where their
education was received. Employees educated in Saudi Arabia or in Western countries
who participated to a lower degree in quality circle programs showed almost the same
levels of job satisfaction as their co-workers who participated to a higher degree.
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CHAPTER I

INTRODUCTION

Saudi Arabia is experiencing rapid and vast development, bringing about
significant economic gains.

Since the establishment of the industrial sector,

management in Saudi Arabian companies has been an important issue, especially with
respect to specific management practices and their effects on increasing productivity.
Saudi Arabia is only just now becoming aware of management's impact on
production.

However, in Western nations (and particularly in the United States),

interest in this subject began in the early 1900s; at that time, the classical management
school concentrated on increasing organizational efficiency in order to improve
production (Elbert & Discenza, 1985; Hersey & Blanchard, 1982). Later, in 1927, the
human relations school evolved the basic belief of "productivity through people,"
concentrating on workers' satisfaction and workers' morale to increase productivity.
The social systems school of management evolved in 1950, and concerned
itself with both work and workers, depending on the situation. The emergence of
group-dynamics, workers' participation, and the overall concept of teamwork,
stemmed from the implementation of the philosophy of both the human relations
school and the social systems school (Herzberg, 1968).

1
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2
Statement of the Problem

The Saudi Arabian industrial sector has developed quite rapidly (within the
past two decades), thanks to abundant oil revenues and intelligent government
planning. Saudi Arabia's industrial sector is based on oil and oil-related products.
The companies are controlled in part by the government and in part by private
investors. Private investors include both Saudi citizens and international consortiums,
especially American corporations (Saudi Arabian Basic Industries Corporation
[SABIC], 1988).

The process of managing these companies in an international

environment has become increasingly important. These intercultural activities not
only can help to reduce differences in technological and industrial processes, but can
also lead to the adoption of new managerial concepts and techniques.
In the past decade, management practices implemented in Saudi Arabia have
been from established American methods, which most Saudi industry experts feel
achieved a high level of performance at the time (SABIC, 1988). However, today,
the economic sector in Saudi Arabia is growing more and more complex, and there
seems to be a general attitude throughout the industrial sector to concentrate on
finding even better ways to achieve employee job satisfaction and commitment, and
to also increase productivity and quality (SABIC, 1988).

In spite of the full

utilization of new technologies, consultation and advice from Western specialists, and
a massive effort to train and educate the indigenous population, Saudi Arabian
industries still face serious problems in the 1990s. These problems include a low

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

level of job satisfaction in employees, little worker loyalty toward employers, low
production and quality, high turnover rates, and high absenteeism (Abbas, 1989;
Abbas & A l-Shakhis, 1989; Almaney, 1980; Badawy, 1980). One proposed solution
to these problems has been to introduce the Japanese concept of quality circles to
Saudi Arabian industries.
According to Cole (1980), the Japanese have shown a great capacity to borrow,
adopt, and institutionalize some of the methods, techniques and ideas of Western
organizational technology and behavioral science. This capacity is clearly evident in
the introduction of quality circles (QCs).

A quality circle, as defined by Marks

(1986), is a small group of people who perform similar work, who meet voluntarily
on a regular basis (usually once a week), to analyze w ork-related problems and
propose solutions, with management support. Quality circles are a "way of capturing
the creative and innovative power that lies within the work force" (Elmuti, 1989, p.
52).

In the past, there has been much debate on whether quality circle programs

could succeed in countries outside of Japan, because the Japanese work system and
related ethics are so unique to that country. However, many large companies in the
United States and elsewhere have been effectively using and adapting quality circles
to their companies (Elmuti, 1989).
Cook (1982) stated that many organizations in the United States have increased
productivity and achieved organizational goals by the use of technologies; however,
in other organizations, Cook found that there was a major need to improve workers'
performance in order to increase productivity. He believed that greater productivity
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increases could be gained by concentrating more on workers' performance, and
reasons for lower performance by workers. This idea can also be applied to many
organizations in Saudi Arabia, and becomes more obvious when we examine Saudi
workers' general attitudes toward their jobs (Abbas, 1989; Abbas & Swiercz, 1986;
Yohannan, 1985).
Certain customs, traditions, and norms that are localized in Saudi Arabia and
the surrounding Middle East region play a large role in shaping workers' attitudes.
For example, custom discourages Saudis from accepting manual, or even sem i-skilled
jobs; Saudi men prefer to seek higher status work, such as management, or other more
professional occupations. Moreover, industries in Saudi Arabia are controlled in part
by the government, and the government guarantees work in industries to all Saudi
nationals, regardless of educational qualifications. Therefore, workers' attitudes have
evolved that make it difficult for employers to instill a sense of loyalty or
commitment in their workers, as many studies have shown (Abbas, 1989; Abbas &
A l-Shakhis, 1989; Ikhlas, 1987; Isagholian, 1987).
Because Saudi Arabia modernized so rapidly, this created an immediate need
to import skilled workers to run the country's new infrastructure (Ministry of
Planning, 1983). Beginning in 1975, the Saudi government became aware that their
own population must equip itself to oversee the modernization process. A massive
effort is now underway, changing the country's heretofore largely illiterate workforce
into skilled workers (Ministry of Planning, 1983). While concentrating on building
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and staffing educational institutions (from elementary to the university level), the
government also began sending a large percentage of students to Western countries
— in particular, to the United States and Western Europe— to obtain their education
(Ministry of Planning, 1983). Although the percentage of students sent abroad to
Western countries has declined in recent years (because of the establishment of
several comparable universities and colleges with varied curricula in the Kingdom of
Saudi Arabia) many students continue to receive post-graduate degrees from Western
educational institutions (Ministry of Planning, 1983). In the meantime, an extremely
large foreign workforce has been employed in Saudi Arabia in government
administration positions, as well as in many positions of authority in all sectors,
including, most specifically, the industrial sector (SABIC, 1988).
The government's policy of sending many students abroad to complete their
higher education seems to have resulted in creating a new generation of what could
be called "modernized" Saudis, i.e., Saudis who are more Westernized, in their ideas
and values, who have been exposed to, and have adapted to a wider variety of
technologies, strategies and, in general, other ways of looking at the world (Abbas,
1989; Abbas & Al-Shakhis, 1989; Al-Twaijri, 1989). Political, social, and economic
ideas different from those followed traditionally by Saudi Arabia and its people have
filtered back to the country via these students.

Many of these students have

consequently transformed some, and abandoned other traditional Saudi Arabian
customs in an attempt to integrate themselves back into the old society that they had
left some time ago. Others have tried to create a new niche for themselves, holding
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on to some Western cultural traits, ideas, and values that they perceived to be valid
while living abroad. This new segment of the Saudi society seems to be adjusting
more readily to the rapid social changes taking place in Saudi Arabia today (Abbas,
1985; Almaney, 1981).
The cultural situation that Saudi Arabia is experiencing today reflects what
Badawy (1980), as well as others (Gonzales & McMillan, 1961; Harris & Moran,
1981), have found from their studies.

For example, Badawy (1980) stresses that

before implementing new management strategies in any organization, both the culture
of the organization and the culture of the society in which the organization is based,
should be fully studied and considered. Harris and Moran (1981) agree. They point
out the necessity of modifying managerial attitudes and roles, according to the
accepted behavioral norms for any given society, to establish effective management
strategies. Societal cultural traits can affect the organization's management strategies
adopted from other culturer, and this is especially true when transferring management
strategies from Western companies to companies in less developed countries with
different cultures (Gonzales & McMillan, 1961).
It is reasonable to assume that Saudi Arabian W estern-educated students who
have found many Western ideas and values to be valid would be more open-m inded
toward changes in management practices in Saudi Arabia, and would be more willing
to give new programs and strategies a chance to succeed, than would their Saudi
Arabian-educated counterparts.
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SABIC (Saudi Arabian Basic Industrial Corporation) is the main source in
Saudi Arabia for introducing western technology, management techniques, and
strategies into Saudi Arabian companies. SABIC is a complex of 15 petroleum -related
industrial companies, located in the industrial city of A l-Jubail, Saudi Arabia. These
companies represent a joint venture between the Saudi Arabian government and
western corporations, with the purpose of building up Saudi Arabia's industrial
capabilities.

Quality circle programs have recently been introduced into certain

SABIC industrial companies in Saudi Arabia, as an attempt to improve worker
satisfaction, loyalty, production, quality, and related problems. This situation poses
the opportunity to examine any changes in job satisfaction among quality circle
participants, both W estern-educated and Saudi Arabian-educated.
The purpose of this study, then, was to investigate the extent to which Western
education and the degree of participation in quality circle programs of employees
working in Saudi Arabian industries have an effect on employees' job satisfaction.
It was expected that W estern-educated Saudis would participate to a higher degree
in quality circle programs than Saudis educated in Saudi Arabia. One reason for this
expectation was that employees educated abroad in a Western country would be more
familiar with the Western system of management than those educated in Saudi Arabia.
Therefore, these employees would display more flexibility toward new ideas and
changes.

This study investigated the impact of both type of education and

participation in quality circle programs on job satisfaction.
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Significance of the Study

The following paragraphs explain three areas of significance for this study.
First, very few studies had been conducted on industrial development in developing
countries, in general, and on Saudi Arabia, in particular.

This study, therefore,

contributes to the general literature concerning developing countries.
Second, while much research has been conducted on quality circle programs
implemented in Western organizations, little research exists on quality circle programs
implemented in industrial sectors of developing countries. This study contributes to
research on management styles (i.e., employee participation, quality circle programs)
implemented in the industrial sectors of developing countries.
Third, this study may also stimulate changes in the Saudi Arabian industrial
sector, if needed, and assist in manpower planning by presenting the findings of this
study to the proper agency in the Saudi Arabian government that oversees industrial
development.

Overview of the Methodology

This study was conducted using a survey research design. Divided into three
parts, the survey used measured both the degree of employees' participation in quality
circles and their level of job satisfaction.

The first part of the survey asked for

demographic data on the respondents, including their type of education (independent
variable).

The second part measured the degree of participation of employees in
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quality circles (independent variable). The final part of the survey measured job
satisfaction (dependent variable). The design of this survey allowed the researcher to
investigate any relationships among Western-educated employees and Saudi A rabianeducated employees, their participation in quality circles, and their job satisfaction.

Sample

The population for this research consisted of the employees working in the
production department at the Saudi Arabian Basic Industries Corporation (SABIC).
Two groups of employees were identified:

(1) employees who were W estern-

educated, and (2) employees who were Saudi Arabian-educated.
A random sample of 75 employees from each category were selected from a
list of all employees from the department of production, provided by the personnel
department at SABIC. The list described (a) the number of years each employee had
been working in the department of production, (b) the employee's nationality, and
(c) the colleges those employees attended.

Instrumentation

The Questionnaire of Participation and Satisfaction (QPS) instrument that was
used in this investigation is a 20-item questionnaire; items 1-13 were developed by
the researcher, and items 14-20 were developed by Abbas (1985).

It was

administered in two versions: Arabic language, and English language, in order to
encourage a higher response rate. Items 1-4 were designed to collect demographics
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data about the participant, items 5 -1 3 were developed to measure the employee's
degree of participation and involvement in quality circles, and items 14-20 were taken
from Abbas (1985), to measure employee's job satisfaction. Permission was granted
from Abbas (1985) to use these items (see Appendix A).

The survey was

administrated by one manager from the safety department at one SABIC company.
Manager participation was solicited by the president of the company to administer the
instrument.

This procedure was used to overcome problems associated with mail

service and minimize the nonresponse rate. The employees were assured that the
questionnaire was for research purposes only and that their responses would remain
anonymous.

Data-Analysis

The individual respondent scores obtained on the instrument measured the
independent variables: type of education and degree of participation in quality circles;
and the dependent variable:

level of job satisfaction.

The 1 test of independent

means, and two way analyses of variance for independent means were used to test the
null hypotheses at .05 level of significance. Statistical data computations were made
through the Academic Computing Services at Western Michigan University.

Organization of the Study

The introduction, statement of the problem, significance of the study,
methodology, and organization of the study have been presented in Chapter I. A
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review of selected literature on quality circle, job satisfaction, culture, and
management strategies are presented in Chapter II. In Chapter III, the methodology
and research design are discussed.

Chapter IV presents the study's findings.

Conclusions and recommendations are presented in Chapter V.
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CHAPTER II

REVIEW OF THE LITERATURE

Introduction

The term "quality circle" was first introduced in May of 1962 by the Japanese
Union of Scientists and Engineers (JUSE), in an article entitled "Quality Control for
the Foreman" (Crocker, 1984). Contributions to the improvement of quality circles
and their implementation came from fields such as industrial psychology and
industrial sociology, which emphasize group dynamics and employee participation to
improve production quality and the quality of work conditions.
Management in United States industries has experimented great pressure from
the Occupational Safety and Health Act, workman's compensation, and union demands
(Mitchell, 1986). This has forced management to consider employee participation in
improving the quality of work conditions, and this is achieved partially by
implementing quality circle programs.
Cole (1980, cited in Mitchell, 1986) states:
In the early 1970's, there were extensive discussions in America...about the
need to "humanize work" and raise the quality of work life. By increasing
employee participation in workplace decisions, increasing job variety, and
making more effective use of worker potential, it was argued, not only would
the quality of work life be enhanced, but organizational efficiency and worker
productivity would be improved, (p. 38)

12
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Industrial organizations have become concerned with people-oriented
management techniques, and they have, consequently, become increasingly interested
in the implementation of quality circles (Mitchell, 1986).

The economy is also

pushing toward more and more production with improved quality.

This, in turn,

makes industries believe more and more in the concept of productivity through people.
This means, in part, that employing quality circles will increase production and
production quality (Mitchell, 1986).
Many writers and researchers in organizational management theory put great
emphasis on the importance of management's devotion and commitment to quality
circle programs (Dale, 1985; Elmuti, 1989; Liverpool, Gupta & Smith, 1989; Putti &
Cheong, 1990). Their research tends to establish that quality circles, if implemented
and monitored properly, will prove successful in every organization and at every
organizational level. In general, conclusions concerning the positive impact of quality
circle programs are similar and consistent (Dale, 1985; Elmuti, 1989; Liverpool et al.,
1989; Putti & Cheong, 1990).

The Formation of Quality Circles

The formation of quality circle programs in a single organization has been
described by Sud Ingle (1982):
1.

A steering committee that is made up of 5 to 15 members; their job is to

oversee and direct the quality circle program in the company. They will attend circle
meetings and management presentations when requested and they will implement the
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solutions and suggestions that are recommended by the quality circle members. They
act as mediators between quality members and the upper management.
2. The coordinator is usually a plant manager or an industrial engineer whose
job is to supervise the facilitators, to provide administrative duties, and to insure the
continuation o f the program.
3. The facilitators are the mediators between the steering committee and the
group leaders and they keep the steering committee informed about the circle's
activities, demands, and problems.
4.

Circle leaders— for every circle there is a leader who might be the

supervisor or any other selected member of the group. The leader will be highly
trained in the communications skills and in the problem solving methods.

The

responsibilities of the leader include scheduling and conducting meetings, directing
the issues at every meeting, and training circle members.
5. Circle members include 4 to 10 employees who work in the same area or
department and who volunteer to meet periodically to identify, analyze, and solve
work related problems.
Some organizations might have all five levels, while others might eliminate
some levels, depending on the size of the organization.

Function of Quality Circles

Workers from the same department volunteer to be members in a specific
circle and they get together once a week to solve a w ork-related problem that is
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presented by one of the members or by the circle leader.

The group starts the

discussion by identifying the problem and breaking it up into small segments. The
problem and its parts are then analyzed, and finally a solution or several solutions are
formed. The group then selects the best solution, keeping in mind the seriousness of
the problem, the cost of implementing the solution, and benefits gained from
implementing it (Hutchins, 1985; Ingle, 1982).
The leader is the key person in the group in terms of helping shape and
organize thoughts, and in choosing the best solution. The leader then organizes the
meeting agenda, which includes the problem that was discussed and the solutions that
were suggested. This document is submitted to the facilitators, who will review it and
send it to the steering committee.

The steering committee will investigate the

problem and study the economic feasibility and practical ability of implementing the
solutions. A recommendation as to the best solution is sent to upper management by
the steering committee. Management must then implement the solution promptly and
provide quick feedback to the circle members. Management supportiveness and quick
response are the most important factors in the function and success of quality circle
programs, because their feedback increases the morale and commitment of the circle
members (Hutchins, 1985).

Process of Quality Circles

Ingle and Ingle (1983) listed the most necessary steps to successful quality
circle programs as being:

people-building philosophy, volunteer participation,

management support, training, and recognition (p. 165).
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Crocker's (1984) investigations of quality circle programs include descriptive
data, historical data, experimental studies with functional data, and documented
conclusions. In his conclusion, Crocker lists several steps that would contribute to the
failure of quality circles, and similarly, steps which would ensure their success.
Crocker states: "Quality circles are people-builders. They allow employees to be
human and not just robots or appendages of machines. Circles require workers to use
their physical efforts" (p. 231).
Leonard (1983) defines quality circles, explains reasons for their success in
Japan, and the reasons for their more limited success in the United States. Leonard
provides remedies for United States' industries to ensure the success of quality circles.
He states:

"Looking closely at forces at work in the organization's internal

environment can help the manager determine whether or not a quality circle program
can survive and succeed" (p. 70).
Misken and Gmelch (1985) provide an excellent analysis of the traits and skills
that quality circle leaders should possess.

They provide some recommendations

concerning development of leadership skills among team leaders, as well as among
team members. They also recommend that the success of the program be measured
by workers' morale rather than by dollars, by stating:
Too often we find ourselves measuring success in dollars. How much has the
team saved the organization? What was the value of increased productivity
resulting from this team's efforts? How many dollars of profits were added
to that team's recommendations? The desired focus of quality teams in an
organization...the real measure of success...must be in the development of
individual team members if the team process is to be sustained, (p. 124).
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The design of implementation plans, along with employee training plans, are
prerequisites to starting the program (Barra, 1983). Management support, from the
top down, with supervisor-level comfort, is critical (Ingle & Ingle, 1983).
Training is the most important part of the process, and may occur in any
number of ways.

Members of quality circle programs should receive training in

problem solving, quality control, and group dynamics to help them function well
(Mitchell, 1986). It could be done by outside consultants who should have at least
two years experience in providing training and consultation. Consultants should also
provide training materials, and at least a week of training; they should also remain
available to answer questions and to help solve problems (Thompson, 1982).
Robson (1984) has examined and followed up some quality circle programs
implemented in certain organizations, such as British Telecom, Bally Shoes, The Toy
Industry, and many others. He has traced each program from the first step to the last
step of the implementation process, and has observed the results and the factors
behind the success or failure of each program. In pointing out some of the problems,
Robson found that the concept of quality circles is more complex than it seems to be,
and that this is why many organizations fail in introducing and maintaining them
successfully. While there are many reasons for failure, Robson found that by far, the
most common reason for failure was that "the organizational culture did not really fit
the approach" (p. 158).

For successful implementation, there is a need to move

slowly, as well as the need to start with pilot programs (Barra, 1983).
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Robson (1984) provides some recommendations for the introduction of quality
circles in an organization. During this introductionn phase, Robson would emphasize
that organizations should seek the help of a reputable consultant and utilize a w elldesigned training program.
1. Quality circles have different forms and shapes. What is presented here,
in this study, is the most typical and used one, but not the only one, having been
discussed by Hutchins (1986).
2. There could be quality circles in different levels of the organization, such
as white collar quality circles, blue collar circles, and vendor-buyer circles.
3.

Union members could also be members of a quality circle if they so

desired.
4. A solution might not be possible to implement because of problems, but
feedback from management and an explanation are necessary.
5.

Quality circle members are not allowed to discuss pay, benefits, or

contractual agreements, and they must not criticize individuals or departments. They
discuss work-related problems in their department only.
6. Senior management teams must be totally committed if quality circles are
to succeed.
7. Quality circles do not pose a threat to management, employees, or unions,
because they allow workers to solve problems within their work area only.
8. Quality circles do not bypass managers, and they must work within the
system. Circles do not have any authority.
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9. Members of a quality circle are free to choose in joining a circle and in
leaving it any time.
10. Quality circles will not function and should not be considered with p a rttime workers (Robson, 1984).

Benefits of Quality Circles

Quality circles have been used in many organizations, such as factories,
hospitals, educational institutes, construction, service industries, businesses, and
government agencies, and they all have accomplished sizable benefits from
implementing successful quality circle programs (Griffin, 1988; Ingle, 1982; Robson,
1984). Some of the major benefits are:
1.

Higher employee morale, because employee participation in problem

solving and the decision making process allow the employees to feel involved and
important, and that they are being given a chance to prove their ability in dealing with
problems in their jobs (Mitchell, 1986; Tang, Tollison, & Whiteside, 1989).

As

morale goes up, team spirit goes up, resulting in a group effort to increase
productivity and the quality (Crocker, 1984).
2. Quality circles emphasize the quality of all aspects of the organization,
creating an atmosphere of quality awareness and consciousness among management,
supervisors and employees, which makes everyone develop a personal devotion to the
quality of production (Chase, 1983).
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3.

Communication improves in all directions.

Management starts to

understand employees much better and gets to know their concerns and problems
(Roll & Roll, 1983). Employees start to understand the role of management by being
involved in the problem-solving and the decision making process. Employees get to
understand each other through meetings and group activities (Ingle, 1982; Ingle &
Ingle, 1983).
4. Since the employees are the ones to suggest the solutions and changes, they
become very committed to them when they are implemented (Gibson, 1983).
5. Waste of scrap and materials is reduced. This is due to combined efforts
of circle members in the reduction of costs, and the awareness they develop through
training and interaction with each other of the cost of materials and the savings from
the reduction of material waste (Hutchins, 1985).
6. Lower labor turnover is another benefit. Quality circles improve worker
morale, and this increases job satisfaction, which in turn causes low labor turnover
(Ingle, 1982).
7. Material handling is improved, and delays and holdups are reduced. This
is due to the improved communication between employees. Improved communication
through group activities is a major advantage one can enjoy by initiating quality
circles (Ingle & Ingle, 1983).
8. There are also fewer grievances. Quality circles improve the relationship
between management and employees, as well as helping the employees express their

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

21
feelings and concerns to the management, who will work out an agreeable solution
for both of them, thus reducing the number of grievances (Robson, 1984).
9. Absenteeism is reduced. Due to higher job satisfaction among employees,
they will want to be at work more often (Gibson, 1983; Robson, 1984).
10. Safety will be improved, and there will be fewer accidents. In quality
circle meetings, employees can point out hazards in their work area and request the
elimination of them (Ingle, 1982).
11.

Productivity, costs, and quality can be controlled.

Through the

suggestions and participation of employees in all divisions of the organization, quality
and productivity could be improved, and the cost could be maintained at a low level
(Griffin, 1988).

Quality Circles in Japan

Quality circles in Japan were met with great enthusiasm in 1965. Three years
after the first circle was introduced, there were 4,930 registered quality circles in
Japan. Crocker (1984) stated that the use of and commitment to quality circles has
accomplished great success, and has boosted the Japanese economy.

Crocker

explains:
The achievement is reflected in the Japanese worldwide industrial trade surplus
of over $76 billion in 1981. During the same year the U.S. had a deficit of
$28 billion. Japan has succeeded because there is an all out effort to seize
world leadership in quality, and this, in no small measure, is attributable to the
QCC movement (p. 13).
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The tremendous success of quality circles in Japan is attributed to the
following factors stated by Crocker (1984):
1. Narrow industrial base. After World War II, Japan decided to concentrate
its industrial activities on three areas: steel, automobiles, and consumer electronics.
2. Strong loyalty to the company. The company is like a family that the
employees identify with. When a Japanese man is asked where he works, his reply
would be, "I am a Toyota man," or "I am a Datsun man"; this is due to the great
support and concern that management gives to employees.
3. Homogeneous population. Japan is very homogeneous in regard to race,
religion, language, and culture. Class differences among workers, or among workers
and managers, is almost nonexistent.
4. Japanese work ethics. The Japanese commitment to team work, self-w orth,
and national growth is almost ritual.
5. M anagement-union relations. Unions in Japan are enterprise unions, rather
than industry or craft unions, and each company has its own. M anagement-union
relations are very good, and they all work together to provide better working
conditions for the employees.

Management also encourages workers to join the

unions and improve their leadership skills.
6.

Lifetime employment.

Permanent employees are seldom laid off or

discharged. They are usually transferred to other areas if they are dispensable. If the
company is under pressure, the government will help to keep the business running.
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7.

Family structure. Japanese social structure is that of the extended family,

where reliance upon group work in the family is mandatory for survival.
These factors put together can explain why a teamwork philosophy, such as
quality circles, was very successful and fruitful in Japan.

Quality Circles in America

After widespread use of quality circles in Japan and the noticeable success and
impact they had on Japanese industries, United States industries began to adopt the
Japanese system. The first circles were formed in October of 1974, at the Lockheed
Space Missile factory in California (Crocker, 1984).

Those first circles were so

successful in their financial rewards, as well as in improving worker morale, that less
than three years after implementation, Lockheed reported that the net savings from
those initial circles was over $3 million, and the benefit to cost ratio an estimated 8:1.
By 1978 there were about 25 organizations that had implemented quality circles, and
most of them had reported great benefits from those programs. The number of quality
circles rapidly grew to over 6,000 by 1980 (Gryna, 1981).
One of the main organizations that contributed to the spread and promotion of
quality circles was the International Association of Quality Circles, which was
established in the United States in 1977, and which had, by 1982, approximately 5,400
members. By 1982, the New York Stock Exchange survey showed that 75% of the
large manufacturing companies (with over 10,000 employees) had quality circles, and
44% of the total companies with over 500 employees were using quality circles
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(Crocker, 1984). Quality circles in the United States have achieved some success, but
this success, when compared and measured by the success that was achieved in Japan,
could be considered very slow and marginal. This is due to the following factors,
according to Crocker (1984):
1. Before quality circles were introduced, the prevailing management style in
the United States was autocratic, which makes the philosophy of participative
management hard to accept.
2. M anagement-employee relations were very poor, consisting of hostility and
mistrust.
3. The labor unions had an anti-management attitude, and perceived any new
program as a way to manipulate employees and increase production without increasing
pay. The unions, therefore, encouraged employees not to cooperate with management.
4. Inadequate support from senior and middle management has hindered the
process. Senior management wants quick implementation and fast financial rewards,
which is not the basic philosophy of quality circles; they usually
eliminate the program at its birth.

Middle management, on

give up and

the other hand, feels

insecure with the idea of employee participation in decision making.

Feeling

threatened, they try to make it fail.
Most of the reasons behind the

success of quality circles inJapan versus

quality circles' success in America are attributable to differences between the two
cultures (Crocker, 1984, p. 69). For example, in Japan, the unions cooperate with
management, thus creating trust.

On the other hand, unions in America are more
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likely to treat management with suspicion, and vice-versa. Crocker goes on to state
other differences between Japanese and American companies: the slow progress of
careers for workers in Japan compared to the rapidness of career progress in America;
the differing reasons for promotions; the commitment (or lack thereof, in the
American case) to retrain workers; and the acceptance or rejection of innovations,
robotics and training (Crocker, 1984, p. 69).
According to many previous studies, a by-product of implementing quality
circles is improved job satisfaction of employees (Chase, 1983; Crocker, 1984;
Gibson, 1983; Ingle & Ingle, 1983; Mitchell, 1986; Tang et al., 1989). Participation
is closely related to job satisfaction (Roll & Roll, 1983).

One purpose of quality

circle programs is to enhance the participation of employees by involving them in the
decision-m aking process; by their involvement, employees are expected to become
more committed to the success of the implemented decisions (Gibson, 1983; Ingle &
Ingle, 1983; Roll & Roll, 1983).

A closer look at the factors involved in job

satisfaction/dissatisfaction is beneficial in this study in order to understand the role of
quality circles in improving worker satisfaction.

Job Satisfaction

Definitions of job satisfaction are both numerous and diverse, simply because
the concept of satisfaction, as related to the job, is difficult to define (Carroll, 1973).
While most industrial psychologists accept the definition that job satisfaction
is a pleasurable or positive emotional state resulting from the appraisal of one's job
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or job experiences, in practice, the concept of job satisfaction is operationally defined;
meaning that "job satisfaction is whatever my [arbitrarily chosen] measure of it
measures" (Locke, 1976, p. 1300). This idea of defining job satisfaction depending
on what an individual researcher is working on (specific aspects of job satisfaction),
is common in recent literature (Carroll, 1973).
Defining job satisfaction also depends heavily on the influence of
environmental factors at any given time.

For example, such factors as new

technologies, social and economic conditions, or management practices may change
how job satisfaction is defined now, compared to future times.

In fact, Hoppock

(1935, as cited in Locke, 1976), who published the first comprehensive study of job
satisfaction, found that any number of factors could affect an individual's job
satisfaction, including psychological, physiological and environmental factors.
Moreover, since satisfaction is an emotional response (Locke, 1976), its
definition falls within the subjective experiences of the single individual toward his
work situation (Locke, 1976; also can be found in Korman, Greenhaus & Badin, 1977;
Kumar, 1986).
Perusal of the literature indicates that defining job satisfaction in individuals
consists of four characteristics: (1) the type of satisfaction being measured; (2) the
individual researcher's interests; (3) the variables under scrutiny; and (4) the prevailing
social climate of the times (Chandler & Plano, 1988; Herzberg, Mausner &
Snyderman, 1959; Locke, 1976).
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Two major themes mark the direction theoretical research on job satisfaction
has taken so far:

(1) causal models (process theories) of job satisfaction and (2)

content theories. The causal models try to identify the types or classes of variables
(needs, values, expectancies, perceptions, etc.) considered causally relevant, as well
as how these variables combine to determine overall job satisfaction (Locke, 1976).
Content theories, on the other hand, concentrate on identifying the particular needs
and values necessary to be achieved in order for an individual to be satisfied with his
job.
The two major content theories that dominate the literature arc Maslow's Need
Hierarchy theory and Herzberg's M otivator-Hygiene (or tw o-factor) theory. Maslow's
theory (1954) involves five categories of man's needs, arranged in a hierarchy,
according to which needs must be met first before higher needs can be achieved.
Starting with the most basic needs (physiological; i.e., food, water, air, etc.), Maslow
asserts that man moves up the hierarchy as each group of needs are met.

After

physiological needs are met comes safety needs (physical and economic security),
belongingness and love needs, esteem needs, and finally, self-actualization—
achieving one's own potentials. Maslow further contends that an individual does not
desire or seek higher-level needs until lower-level needs are first satisfied.
Therefore, there is no motivation for an individual to seek belongingness or love, for
example, until physiological and safety needs are met. Maslow did not design his
theory for use on worker motivation, per se, although it can, and has certainly, been
adapted to theories on factors that relate to an individual's job satisfaction although
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it has been criticized for lack of empirical support in field studies (Chandler & Plano,
1988, p. 137).
More than Maslow's theory, however, Herzberg's Tw o-Factor theory can be
found in the majority of literature related to job satisfaction. This theory, which is
also known as Herzberg's Motivator-Hygiene theory, was put forth from the results
of his 1959 study about 200 engineers and accountants, who were asked to describe
times when they felt either especially satisfied or dissatisfied with their jobs. These
descriptions were then classified into groups, according to their similarity and the
frequency with which they were mentioned by the subjects. Most often mentioned
by the subjects of the study as sources of satisfaction, but less frequently as sources
of dissatisfaction were aspects of the work itself:

achievement, promotion,

recognition, responsibility, and the work itself. Herzberg labeled these factors as
"motivators" (Chandler & Plano, 1988, p. 135).
Other categories, labeled by Herzberg as "hygienes," were mentioned most
often as sources of dissatisfaction, rather than as sources of satisfaction.

These

categories were: supervision, interpersonal relations, working conditions, company
policies, and salary.

In other words, sources of dissatisfaction primarily involved

areas on the periphery of the work itself (Herzberg et al., 1959).
Therefore, Herzberg maintained that job satisfaction and job dissatisfaction
result from different, rather than the same causes: motivators related to satisfaction,
whereas hygiene factors were related to dissatisfaction.
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Factors Relating to Job Satisfaction

Numerous factors affect an individual's job satisfaction, as has been seen in
the previous section. In this particular review of the literature, however, only some
of them will be scrutinized:

workgroup, supervisors, pay (salary), organization,

promotion (chances for advancement within the organization).

Workgroup and Job Satisfaction

In his study of decision styles and work satisfaction among managers of select
Middle Eastern countries, Ali (1989) attempted to discover which individual and
organizational characteristics are associated with worker satisfaction and decision
styles. He measures workgroup, supervisors, pay, job, organization, promotion and
chances for advancement, and found that while the Arabian managers in his study
favored a traditional approach to management (largely influenced by their cultural and
historic values), worker satisfaction among Ali's group of Arabian managers was
similar to satisfaction of managers from other underdeveloped, as well as developed
nations (Abbas, 1989b).
Another study found that the effect of leadership on workers had much to do
with job satisfaction. Glisson (1989) sought to identify the dimensions of leadership
that could affect the attitudes of workers from 22 different human service
organizations. Maturity, power and intelligence were found to be three of the most
important factors that workers evaluated in their leaders. Significant relationships
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between the dimensions of leadership and job satisfaction were also found (Glisson,
1989).
Glisson and Durick (1988) created a model predicting job satisfaction and
commitment by collecting data from individuals in a number of different human
service organizations. Variables from the categories of job characteristics, worker
characteristics, and organizational characteristics were used in the model. The end
analysis indicated that satisfaction was most highly correlated with role ambiguity,
task identity, and task significance; while commitment correlated with role conflict,
role ambiguity, organization age, and leadership. Also, workers' education was found
to be a good predictor of commitment, but not of satisfaction (Glisson & Durick,
1988).
Wall, Kemp, Jackson and Clegg (1986) showed that autonomous workgroups
created a lasting effect on employees' intrinsic job satisfaction, as well as a more
temporary effect on extrinsic job satisfaction, in their long-term field study of
workers at a new factory owned by a large company in the United Kingdom. This
experimental work design was believed to enhance worker motivation and group
performance, as well as job satisfaction.

While the study did not find significant

consequences for work motivation or performance, improvements in productivity were
made possible by eliminating supervisory positions, even though labor turnover
increased (Wall et al., 1990).
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Supervisor and Job Satisfaction

There have been a number of studies conducted that relate how employees'
feelings and attitudes toward their supervisors have much to do with employees' job
satisfaction. For example, a study by Rahim (1989) showed how leader power was
related to compliance and satisfaction with supervision. In this study, Rahim (1989)
examined the effectiveness of the bases of leader power (i.e., coercive, reward,
legitimate, expert and referent) in influencing behavioral compliance with a superior's
wishes and satisfaction. Expert and referent power bases were positively associated
with compliance and satisfaction, while a legitimate power base was found to be
positively associated with compliance, but negatively associated with satisfaction.
Organizational commitment and job performance were studied in research done
by Meyer, Paunonen, Gellatly, Goffin and Jackson (1989).

They examined the

relationship between the performance of first-level managers and their affective
commitment (emotional attachment to, identification with, and involvement with the
organization), and their continuance commitment (perceived costs associated with
leaving the firm), to job satisfaction. Affective commitment correlated positively and
continuance commitment correlated negatively with all three performance measures.
The purpose of Meyer et. al. (1989) was to show the importance of distinguishing
between commitment based on desire and commitment based on need, both of which
can affect job satisfaction, negatively or positively.
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In his study on what motivates employees, and how workers and supervisors
differ in their assessment on this subject, Kovach (1987) found an interesting and
disturbing trend.

Despite numerous research evidence that employees rank "self-

fulfillment" factors as what motivates them the most (i.e., interesting work, full
appreciation of work done, feelings of being in on things, etc.), supervisors, on the
other hand, continue to believe that wages are the main thing that motivates
employees, and they place other factors, such as work itself, achievement and
recognition, at the bottom of the list.

Kovach's (1987) research on the differing

attitudes of employees and supervisors can serve as a basis for more research into this
subject.

Pay and Job Satisfaction

In the majority of literature on pay and its relationship to job satisfaction, the
researcher found that pay itself, in most cases, does not affect the level of worker job
satisfaction (McHale, 1990; Steffy & Jones, 1990; Stratton, 1988).
For example, a study conducted by McHale (1990) on companies in the United
Kingdom that are expressing strong interest in performance management and pay for
performance shows that incentive bonus schemes work only in certain situations.
Other strategies to create improved performance and productivity should be adopted,
according to McHale (1990). Further, the key to deciding which performance strategy
is needed is in understanding the employee's relationship to the work and the
environment.
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The different attitudes between full-tim e and part-tim e workers, role strain,
and work satisfaction were explored by Steffy and Jones (1990), in their study of
approximately

10,000 workers

from

65 small and m edium -sized hospitals.

Differences in satisfaction with pay, advancement, management, coworkers and the
work in general were evaluated. Role strain was seen to effect part-tim e workers
more, but no differences in satisfaction were found to exist.
On the other hand, Lumpkin and Tudor (1990) showed in their study that pay
did have an effect on job satisfaction among a group of 395 purchasing managers
from several different firms.

However, this effect seems to be caused by gender.

Female purchasing managers experienced an annual mean salary of about 36 percent
less than the average mean salary of their male counterparts, and this led to findings
that indicated females in the study group had more negative perceptions of job-related
factors than did the males in the study group.
attitudes about:
coworkers.

Women also had more negative

pay, promotion, company policy and support, supervisors and

Lumpkin and Tudor (1990) concluded that since female purchasing

managers are paid less and are less satisfied with that pay, it follows that job
satisfaction, and ultimately performance, may be lower because of this fact.
Stratton (1988) conducted part of the 1988 "Quality Progress Salary Survey",
in which respondents were asked the open-ended question: "Are you fairly
compensated for your work?" Stratton found that most respondents felt there was
more to fair compensation than wages alone, including things such as health
insurance, profit sharing, or management support.
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34
Organizational Structure and Job Satisfaction

The organizational structure and climate of companies seems to also have an
effect on worker satisfaction.

In the review of literature on this subject, much

research has been conducted; a few studies seem to be representative of the current
views on this issue.
The impact of top-management actions on employee attitudes and perceptions
is the subject of a study conducted by Niehoff, Enz, and Grover (1990).

Popular

approaches to organizational leadership show that productivity and innovation in U.S.
organizations can be improved if top managers put more emphasis on organizational
values and culture. To prove this, Niehoff et al. (1990) conducted a survey of 862
employees of a midwestem insurance company.

The results suggest that top

management actions are strongly related to employee commitment, job satisfaction and
role ambiguity, and while the effects of certain actions varied for different
organizational settings, the researchers found that five top management actions
positively affected these three factors: (1) the development and sharing of a vision for
the organization; (2) modeling that vision; (3) encouraging innovativeness; (4)
supporting employee efforts; and (5) allowing employees input into decisions
concerning their jobs.
In their study, Pavesic and Brymer (1990) looked at the hospitality industry
to discover why so many younger generation hotel and restaurant managers seemed
dissatisfied with their positions. Surveying 442 recent graduates, Pavesic and Brymer
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found that many of the respondents changed positions often, citing personal reasons,
inadequate pay, and long hours as some of the reasons for their dissatisfaction.
Respondents from the top-ranked schools were the least satisfied with their career
programs.
Lincoln (1989) compared employee work attitudes with management practices
in the United States and Japan, attempting to discover whether management practice
and organizational design can account for the differences he saw in employees'
attitudes and motivation in the U.S. and Japan. His results were somewhat surprising.
Lincoln's investigation spanned three years (from 1981 to 1983), in which he
interviewed over 8,000 employees at 106 factories in the U.S. and Japan, as well as
factory executives. The results showed that while the Japanese are less satisfied with
their jobs, they are more committed, and Lincoln attributes this to the Japanese-style
management and employment strategies, as well as seniority systems and the strong
fostering of social bonds. He also discovered that management and employee
techniques of both the U.S. and Japanese plants produced similar employee work
attitudes.

Japanese workers are more committed, says Lincoln, because of such

practices as quality circles, the ringi system, centralized authority combined with de
facto participation, employee services, seniority compensation, and enterprise unions.
Finally, Lawson Savery (1989) looked at the influence of particular job factors
on employee satisfaction, and found that internal or external conflict, failure to
reward, and the lack of recognition all produce low job satisfaction, all of which can
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cause increases in labor turnover and absenteeism. His research also supports the
theory that high job dissatisfaction results in frustration and poor health in workers.

Promotion/Future Advancement and Job Satisfaction

Numerous research studies have concentrated on the subject of how employees
perceive their chances for advancement and promotion within a company, and their
level of job satisfaction. Representative of this research is Linden's (1991) survey of
how happy people are with their work.

Conducting the survey for the Consumer

Research Center of the Conference Board by National Family Opinion Inc., Linden
found that most Americans are generally satisfied with their jobs. But on the basic
economic issues, such as job security, wages and promotion policy, the degree of
satisfaction was found to be only moderate, and further, that workers showed a high
level of discontent with job promotion policies.
Another study, this one conducted with workers in the United Kingdom,
investigates why people have become more mobile in their jobs (Beaumont, 1989).
Through a major newspaper survey, Beaumont (1989) found that the workforce in the
U.K. has become quite mobile, both in the frequency of changing jobs, and in the
willingness of workers to relocate elsewhere within the country, as well as abroad.
The desire for promotion, and the desire for change were found to be the leading
incentives for changing jobs.
Much of the literature on promotion and advancement as factors of job
satisfaction concentrated on the perception, as well as the reality in many industries,
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of fewer opportunities for advancement because of the economic climate and top
management's desire to cut back on the levels of managers in their organizations. One
such study, conducted by Goffee and Scase (1986), concentrated on this issue, and
limited its survey to six major organizations within the United Kingdom, in which
they interviewed managers employed in these companies. Overall, the results showed
that managers felt that while they had to make greater efforts in their jobs, rewards
were shrinking.

While career progress was seen as an important job reward,

opportunities for advancement were seen as limited. Finally, the survey showed that
many managers were no longer putting their careers at the top o f their priority lists;
the job and its pay were seen by many as just a source of income in order to pursue
other, personal interests.

Culture and Management Strategies

Definitions of culture contain many multiple points of view. In the Dictionary
o f Education (Good, 1973, p. 156), the term is defined as the "aggregate of social,
ethical, intellectual, artistic, governmental, and industrial attainments characteristic of
a group, state, or nation, and includes ideas, concepts, usages, institution associations
and other objects."

This definition gives the meanings of a collective process

resulting from the interaction of an individual-social structure-environment.
Hatch (1973) puts forth an anthropological viewpoint of culture, meaning that
culture includes any habits, customs, beliefs, and so forth that humans have gained as
a result of being members of civilization or society. There is no distinction between
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social organization and social institution in this definition. Tyler's concern is mainly
with the ideological aspects.
Kroeger (1952) believed that culture consists of patterns, explicit and implicit,
of and for behavior acquired and transmitted by symbols, constituting the distinctive
achievement of human groups, including their embodiments in artifacts. In his studies
he emphasizes the essential core of culture, consisting of traditional ideas, especially
their attached values. In addition, Kroeger examines culture as behaviors and attitudes
substantially sustained by its material aspects.
The theory of social structure mentioned by Hatch (1973) includes the concept
of culture representing institutionalized and standardized modes of behavior and
thought. Once more, culture is related to behavior.
Bullivant (1984), cited by MacPherson (1986), defined culture as an
interdependent and patterned system of values, traditional and current public
knowledge and conceptions, embodical in behaviors and artifacts, and transmitted to
present and new members both symbolically and nonsymbolically, which a society has
evolved historically.

These are progressively modified and augmented to give

meaning to, and to cope with, its definitions of present and future existential
problems.
Time, man and environment are the key points in the different definitions
analyzed.

Further, culture and behavior are inextricably related.

Any behavior

observed in the individual is part of his cultural expression.
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An organization's culture is defined by Goldhaber (1986) as "an organization's
development of collectively held logics and legends about the organization's life and
identity" (p. 80).

Another way to explain culture is as a "body of solutions to

problems which have worked for the organization" (Macpherson, 1986, p. 39). These
solutions are taught to new members as the appropriate way to perceive, think about,
and feel in relation to these problems (Goldhaber, 1986). The solutions come about
from a system of shared values, philosophies, ideologies, beliefs, assumptions,
expectations, and attitudes which produce behavioral norms (Goldhaber, 1986).
Badawy (1980) discusses the transfer of management techniques or strategies
to other cultures.

He suggests that before implementing any new management

strategies (such as quality circle programs) in any organization, the culture of the
organization and the culture of the society in which the organization is based, should
be looked at and considered (Badawy, 1980).
Badawy (1980) pointed out the close relationship between management and
culture. While basic principles of management theory are applicable in all cultures,
Badawy found that cultural differences need to be taken into account in order to
modify managerial attitudes and styles. Harris and Moran (1981) agree with Badawy's
findings regarding the interrelationship between culture and management. They add
that a culture's influence is both conscious and unconscious. Thus, there is a necessity
to modify leadership roles and styles according to the accepted behavioral norms for
a given society; this is vital in establishing effective management systems.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

Gonzalez and McMillan (1961) suggested that when establishing programs to
transplant managerial resources from Western nations to the less-developed countries,
it is necessary to be aware of the cultural impediments to the applicability and
utilization of Western management and leadership principles.
Culture should be considered in the planning process. In any organization, the
elements that form its culture should be kept as main aspects in its innovations and
reform.
Badawy (1980) discussed managerial function and the differences between the
United States and Middle Eastern management. He believes those differences should
be considered to insure a better chance of success when transferring Western
technology to less-developed countries.
Ingle (1982), however, disagrees with Badawy, stating that Dr. Ishikawa, a
w ell-know n authority on quality circles from Japan, said that "quality circle activities
are rapidly growing in many countries such as Taiwan, the United States, Mexico,
Brazil, Thailand, Malaysia, The Netherlands, Belgium, Denmark, and the United
Kingdom" (p. 59). Because quality circles seem to be gaining common acceptance
all over the world, Ishikawa feels these activities have no "socioeconomic or culture
limitations", and can, therefore, be implemented anywhere, in any culture, because
they have "human benefit" (p. 59).
Cultural differences in different societies, as Badawy (1980) suggested, effect
managerial strategies, processes and development— in other words, societal cultural
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traits can affect the organization's culture, creating a need for the modification of
management techniques adopted from other cultures.
Saudi Arabia, as a middle Eastern country, fits neither the Eastern nor W estern
molds of society. Therefore, in order to determine the possibilities of utilizing and
adapting foreign management techniques in Saudi Arabian industries, it is necessary
to first investigate possible obstacles in the social climate of Saudi Arabia.
In general, Arabs, no matter their country of origin, display certain common
traits; they share the same language, the same religion (to a large extent), and the
same historical and cultural heritage. Some scholars, such as Almaney (1981) also
contend that Arabs share the same passions and temperament. However, differences
do exist from region to region, and from country to country, and Saudi Arabia is no
exception.
The indigenous population of Saudi Arabia is comprised of homogeneous,
nomadic tribes (Ruch, 1989). While tribal affiliations have weakened in more modern
times with the settlement of many nomadic tribes in and around cities, one's tribal
membership is still of great importance and a matter of prestige and honor.
Today's average Saudi Arabian family is extensive, often including many
generations living in the same household, or in several households close by each
other. Next to Islam, the family is the strongest unifying force in Saudi Arabia (Ruch,
1989).
Authority in Saudi Arabian families extends in a patriarchal line; the father is
the undisputed head of the family (Abbas, 1985). Since an individual is recognized
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only through his membership in a family, personal or career choices are seen only as
secondary in importance to what is best for the whole family (Abbas & Al-Shakhis,
1989).
Since family in Saudi Arabia takes precedence over the individual, the
individual's first duty and obligation is to his family. Work, on the other hand, is
seen only as a way to foster the family's interests and to improve prestige in the
community (Abbas & A l-Shakhis, 1989).

A family's image and prestige in the

community increases if members of that family work in respected positions.
Respected positions are those that carry with them some authority and rank; Saudis
feel manual or sem i-skilled labor positions are non-status jobs that are better left for
foreigners to fill.
In work, social and family structure are reflected. Workers believe that their
leaders should be strong, and willing to force their will on the organizations they work
for (Abbas, 1985). Just as the image of an "ideal" father, a respected manager is one
who builds a reputation of being "honest, wise, generous and committed to his
extended family" (Abbas & Al-Shakhis, 1989, p. 143).
The power of the importance of family is also seen in the people's
unwillingness to accept jobs that may separate an individual from his family. A lNimir and Palmer (1982) found that no incentives were high enough to persuade the
Saudi public managers in their study to relocate away from relatives.

Other

organizational studies confirm these findings; for example, Abbas and A l-Shakhis
(1989) found that economic incentives do not play a high role in work.

Instead,
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managers in their study were motivated more by social needs (family) than by money;
meaningful work that gives them a sense of pride and which facilitates family
interaction and social cohesiveness was found to be a more powerful incentive than
money.
Further, Saudi managers do not equate economic incentives with worker
satisfaction.

Islam places a high value on loyalty to authority figures; the social

structure is set up so that subordinates, whether in work or family life, obey and
respect their elders, or their "authority" figures. Abbas (1985) found that the Saudi
managers in his study were "conformists"— oriented toward duty, loyalty, and what
they "should do." Thus, these managers valued loyalty, and equated loyalty to their
employers with present and future rewards; materialistic rewards were seen as
inappropriate, unless they are given almost as a "right of position."

In fact, these

managers recognized and respected seniority, rather than any sort of meritorious
performance on the part of an individual.
These findings are confirmed by Ikhlas (1987), who found that managerial
positions, especially in the Gulf region, are not usually occupied by experts and
experienced people; rather, appointment to managerial positions depends upon two
factors: (1) who you know, and (2) what you are— in other words, your connections
to the informal groups within the organization (extended family members or close
friends) and whether or not you are a native of Saudi Arabia (many authority
positions are exclusively for nationals).
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Both in the government and in the private sectors, kinship (tribal) relationships
play a large role in the staffing and recruitment practices (Ikhlas, 1987). Whenever
possible, businessmen or influential government employees will give jobs to their
relatives or members of their tribe. Therefore, the employee's loyalty and job security
depends upon his kinsmen who were instrumental in getting him the job in the first
place, rather than to the organization for which he works.
While the newer urbanized society in Saudi Arabia has weakened tribal and
kinship ties somewhat, it can be clearly seen that the tribal structure and the
importance of family are interrelated in all aspects of the society, including work
itself. The social fabric of Saudi Arabia closely interweaves religion, customs and
traditions with family and tribal duties and obligations. Therefore, one cannot talk
about one aspect of the society without interrelating it to every other aspect of the
society.
As cultural factors, there are many myths and generalizations that develop
among the business community toward specific cultures.

Obviously, open

communication and the importance of good personal relationships are the key to
success in all cultural environments (Barratt, 1989). Muna (1980), as cited by Barratt
(1989), has studied some key points about a typical Arab executive, including his
relationship with the environment, how he makes decisions, handles conflict, and his
leadership style:
1.

There is a close relationship between the Arab executive and his

environment. The Arab executive is looked on as a community and family leader.
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There are numerous social pressures on him as a result of this role. He is consulted
on all types of problems, even those far removed from his position. These demands
are very time consuming.
2. With regard to decision making, the Arab executive is likely to consult
with his subordinates, but will take responsibility for his decision himself, rather than
arriving at it through consensus.
3. The Arab executive is likely to try to avoid conflict. If it is an issue which
he favors, but which is opposed by his subordinates, he tends to impose his authority.
If it is an issue favored by the subordinates, but opposed by the executive, he is likely
to let the matter drop without taking action.
4.

The Arab executive's style is very personal.

He values loyalty over

efficiency. Though some executives find the open door tradition consumes a great
deal of time, they consider it worthwhile and unavoidable. Many executives tend to
look on their employees as family, and will allow them to bypass the hierarchy in
order to meet with them.
5. The Arab executive, contrary to popular belief, puts considerable value on
the use of time.

One of the things he admires most about Western or expatriate

executives is the use of their time. He would like to encourage his own employees
to make more productive use of their time (Muna, 1980, p. 29).
Muna (1980) also points out the many other difficulties Arab managers face,
including, "the inadequacies of the economic and organizational infrastructure, i.e.,
bureaucracy which causes innumerable delays; the social pressures and the low level
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of delegation." Thus, he states, "the interpersonal style of the managers requires a
great deal of time to be spent on other than business matters" (p. 29).
Barratt (1989) supports Muna's comments, and went further in adding that the
Arab executive does plan ahead and places emphasis on preventative maintenance.
There are situations, however, which the Arab executive feels are beyond his control.
These include political and economic issues, government rules and regulations,
manpower labor shortages, and so forth.
The "typical" Arab executive that Muna (1980) and Barratt (1989) describe in
their studies is the product of a very unique society in which the norms, customs and
traditions have developed over centuries.
The Kingdom of Saudi Arabia only came into existence in 1932, under the
leadership of the late King Ibn Saud, who managed to unite warring tribal factions in
the region (Ruch, 1989). After World War II, vast oil reserves were opened, and
revenues helped to begin the speedy process of modernization.
What King Ibn Saud had really set in motion was not just the speedy
development of the country's infrastructure, thanks to oil revenues, but also rapid
social changes.

The discovery and exploitation of oil and oil-related products

changed the face of the centuries-old Arabian society.

The new ly-form ed oil

industry, eventually led by ARAMCO (Arab-American Oil Company), needed local
manpower. The need for workers led to the mass relocation of many from the rural
areas into the new ly-built urban centers where the factories were located (mostly in
the Eastern Province) (Abbas & Al-Shakhis, 1989). What began as a largely tribal,
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traditional society, gave way to a modern one in which people still try to hold on to
their traditional values and customs; transforming some of them and abandoning
others in an attempt to answer some of the dilemmas they found themselves facing
in an urban setting.
A large foreign labor force was, and continues to be, imported, partly through
necessity (because women cannot work with men) and partly to take over manual and
sem i-skilled jobs that Saudi men have found distasteful (Abbas & A l-Shakhis, 1989;
Ikhlas, 1987).

The influx of foreign workers is, by itself, another problem, as

foreigners bring into Saudi Arabian society their own ideas and value systems, which
often differ from the established status quo (Almaney, 1980). However, oil and its
revenues also allowed for dramatic increases in the standard of living for the Saudi
people (Ministry of Information, 1985).
To solve the problems associated with having a substantial foreign labor force
in Saudi Arabia, and in order to prepare the indigenous population for further national
development, the government of Saudi Arabia began the enormous task of educating
the largely illiterate public in the late 1950s and the 1960s (Ministry of Information,
1985).
Education in Saudi Arabia is free for every citizen, including education at the
university level. A large portion of the annual national budget goes toward building
new, and improving existing facilities, and for training qualified teachers to staff these
institutions. Education is overseen by the government, by the Ministry of Education,
and programs are also available nationwide to educate the adult population. Further,
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a large segment o f Saudi students attend foreign universities and colleges all over the
world, particularly in Western Europe and the United States, in order to complete their
graduate studies.
The great emphasis the Saudi government puts on education has resulted in the
substantial increase of literacy throughout the country, as well as a corresponding
societal value; people, in general, value higher education— an opportunity and
privilege not given to previous generations, and one which can lead to more prestige,
status, and income-earning potential in the society (Almaney, 1980).

A further

incentive to seek higher education is also apparent; the shortage of w ell-trained and
educated indigenous manpower in Saudi Arabia assures graduates of some position
guaranteed by the government, and further increases chances of a career with some
amount of authority and prestige. One drawback to the push by the government for
students to complete their graduate studies abroad comes in the form of Westernized
thinking and values replacing the old, traditional values of the Saudi Arabian society
(Almaney, 1980).
Perhaps no other cultural factor is so important to investigate as the influence
of religion in Saudi Arabia. Islam is a religion which encompasses a whole way of
life; indeed, in Saudi Arabia, the birthplace of the Prophet Muhammed, Islam takes
on special significance. All aspects of society and government are directed by Islamic
principles. For example, the Constitution of Saudi Arabia is the Qur'an (the Holy
Book of Islam), and the legal system is based on Shari'ah (Islamic laws).

The

government of Saudi Arabia takes seriously their responsibility to all Muslims to
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safeguard the practice of Islam and the Holy sites (Mecca and Medina). Islam is both
a religion and a total way of life for the people of Saudi Arabia (Almaney, 1980).
Historically, the rise of Islam in the seventh century A.D. combined certain
existing customs and social practices in the region with aspects of both Christianity
and Judaism. The nomadic Bedouins of the Arabian peninsula were drawn to Islam
because of its ability to blend Bedouin values with the religion of monotheism
(Almaney, 1980).

These cultural traits were then spread throughout most of the

known world at the time, through military and diplomatic conquests; indeed, the
Islamic Empire stretched from Africa to China, and north to southern Europe at one
time.

The conquered peoples eventually adopted not only Islam, but also the

language, customs, and manners of thinking of the Bedouins of the Arabian peninsula
(Almaney, 1980).
Bedouin cultural ideals, such as hospitality, generosity, chivalry, bravery, and
defiance (or revenge), became deeply ingrained with Islam, and these cultural patterns
have survived almost intact until today in Saudi Arabia. The Bedouins are seen as
the most "pure" Arabs, and they play a large role in influencing the modern society
of Saudi Arabia (Almaney, 1980).
The preceding pages have given just a general overview of the unique culture
of Saudi Arabia. But, enough has been discussed to reveal possible social obstacles
to the adaptation of foreign management techniques into Saudi Arabian industries.
Because Saudi Arabia is steeped in social and religious traditions that have not
changed for centuries, it is important for those trying to upgrade industry to realize
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that new and different ways of doing things may not be readily accepted. It will take
time, patience, and understanding for changes to be successful.
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CHAPTER III

METHODOLOGY AND RESEARCH DESIGN

The purpose of this study was to determine to what degree Western education
and degree of participation in quality circles programs by employees working in Saudi
Arabian industries might have an effect on employee job satisfaction.
This chapter presents a detailed description of the study and a discussion of
methods and procedures used to test the hypotheses. The primary aspects of this
chapter are: (a) research questions, (b) the independent variables, (c) the dependent
variable, (d) instrumentation, (e) the company, (f) quality circles, (g) sample, (h) data
collection procedures, and (i) data analysis.

Research Questions

The main research questions investigated in this study are:
1. Is there a significant difference between employees' participation in quality
circle programs, and their type of education: Saudi Arabian W estern-educated or
Saudi Arabian-educated?
2. Is there a significant relationship between employees' job satisfaction and:
a.

their type of education:

Saudi Arabian W estern-educated or Saudi

Arabian-educated.
b. their degree of participation in quality circles: high or low.
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c. Are there significant interaction effects among these variables?

Independent Variables

There were two independent variables in this study. The first was the type of
education:

Saudi Arabian W estern-educated and Saudi A rabian-educated.

Saudi

Arabian W estern-educated employees are those who have been exposed to Western
culture for a prolonged period, through education abroad (in the U.S. or Western
Europe). Saudi Arabian-educated employees are those who have not been exposed
to Western education; that is, they were educated within Saudi Arabia.
The second independent variable was the degree of employee participation and
involvement in quality circles meetings. Quality Circles as defined by Marks (1986),
are small groups of people who perform similar work, who meet voluntarily on a
regular basis (usually once a week), to analyze w ork-related problems and propose
solutions, with management support.

Dependent Variable

The dependent variable for this study was the employees' degree of job
satisfaction.

For this study, job satisfaction was defined as how much one's work

coincides with the source of satisfaction (i.e., does the individual derive most
satisfaction with the workgroup, supervisor, job, organization, pay, promotion, and
future) that fulfill desirable expectations (Abbas, 1982).
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Description of the Instrument

The Questionnaire of Participation and Satisfaction (QPS) instrument was used
in this study; it has three parts, consisting of 20 items. The first part, items 1 -4 were
designed to collect demographic data on respondents': (a) age, (b) earned degrees,
(c) where the highest degree was earned, and (d) years of experience.

The

demographic items allowed for a description of the population participating in the
study.
The second part, items 5-1 3 , was developed to measure the degree of
employees' participation in quality circles. These items were constructed primarily
from items suggested by the literature regarding individual participation and
involvement in quality circles meetings. Item 5 asks about employees' attendance at
these meetings. Items 6, 7, and 8 were developed in accordance with the work of
Townsend and Geghardt (1986), which suggests that quality is everybody's concern.
Therefore, item 6 asks about encouraging co-w orkers to attend quality circle
meetings. Item 7 asks how often the employee participates by making suggestions,
and item 8 asks the employee if he misses a meeting, does he try to find out what was
discussed. According to Ingle and Ingle (1983), participation of employees and their
input in these meetings help employees to understand each other. Items 9, 10, and
11 are based on the idea that when employees are the ones to suggest the solutions
and changes, they become very committed to them when these solutions are
implemented (Gibson, 1983; Maretz, 1983).

Further, Crocker (1984) and Gryna
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(1981) explain reasons behind quality circles' success in Japan, as opposed to
America, when they state that it is commitment to quality circles that has
accomplished great success in Japan and has boosted their economy. These items
were used to measure the degree (high or low) of the individual's participation and
involvement in quality circles programs. For example, item 9 asked the employee to
rate how beneficial quality circle meetings are to the work unit. Item 10 asks the
employee how committed he is to the results from these meetings. Finally, item 11
asked the employee how confident he feels in the success of these meetings.
Items 12 and 13 were suggested by the expert review panel chosen to evaluate
the questionnaire. Item 12 addressed communication improvements through quality
circle meetings. Item 13 asked the employee to rate management's understanding of
employees' concerns and problems after quality circle programs are put in place.
The response format for part 2 of the questionnaire was Likert-type, with three
choices of low, middle, and high. Scoring weights for these choices were 1, 2, and
3 respectively. The participation score is determined by adding the weights for all
items related to the variable.
The third part, items 14-20, was taken from Abbas (1985).

These items

measured the employees' degree of job satisfaction. These items were developed (by
Abbas, 1985) using a Likert-type scale (l=very dissatisfied, 2=somewhat dissatisfied,
3=neutral, 4=fairly satisfied, 5=very satisfied).

Items 14, 15, and 16 asked the

employee how he would rate his satisfaction with persons in his workgroup (14), his
supervisor (15), and his job (16).

Item 17 asked for the employee's overall
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satisfaction with the organization. Item 18 deals with pay and satisfaction. Items 19
and 20 asked the employee to rate the level of satisfaction he felt for his progress in
the company up to this point, and for the future, respectively.

Expert Review

To establish validity for items 5 -1 3 in part 2 of the QPS, an expert review
panel was used. The questionnaire was reviewed by three experts, selected on the
basis of their expertise and experience in quality circles work. The panel was
composed of (a) a management instructor, (b) an industrial management instructor,
and (c) a manager in the production department of SABIC. They submitted their
judgments on the content and structure of each item in the instrument. In addition to
reviewing the questionnaire, the panel members were asked to add suggestions or
comments concerning additions, deletions, or technical changes.
A cover letter (see Appendix B) attached to the evaluation sheet accompanied
the questionnaire materials mailed to each reviewer. It expresses appreciation for their
willingness to participate in the study and asked that the evaluation sheets be returned
within three days.
Items were rated based on the following criteria: (a) essential, (b) important,
but not essential, and (c) not important. The items rated as essential or important by
two out of three experts were retained in the questionnaire. The results of the validity
process, according to the importance of the items expressed by the experts, were
summarized. Items 1, 3, 5, and 6 were rated as essential by all three experts. Items
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2, and 4 were rated by one expert as essential and rated as important by the other two;
and Item 7 was rated by the three experts as important. In addition, two of the panel
members have suggested adding two questions: (1) regarding the improvement of
communication, and (2) regarding management's understanding of employees' concerns
and problems. All the seven items described above plus the two additional items that
were suggested were used to measure the employees' degree of participation in quality
circles programs.

Field Testing

A pilot test was necessary to establish the reliability of the participation items
in part 2 of the QPS.

The researcher contacted a local company currently using

quality circles programs in its production department. An American company was
chosen because of the difficulty (i.e., time and distance) of conducting a pilot study
in Saudi Arabia. However, the researcher believes the pilot test is reliable for use in
Saudi Arabia because quality circle programs can be implemented in any culture,
despite differences, according to Ingle (1982). After discussing the purpose of the
research's study, the manager agreed to pilot test the instrument on September, 30,
1991. The manager administered the instrument at the company cafeteria, during
lunch time, to 30 employees randomly selected. They were asked to respond to the
questionnaire after explaining the importance of their participation in the study. They
were assured of anonymity. The pilot test was conducted without problems.
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The reliability for this part of the instrument was determined by use of the
Cronbach alpha Coefficient calculated using the reliability program of the Statistical
Package for the Social Sciences (Norusis, 1988). The variable, degree of participation
in quality circles, demonstrated an alpha coefficient of .85. Evidence of sufficient
reliability of this part of the instrument was established. No negative item correlation
among the items was found.
The participation and demographic items were translated into the Arabic
language using the back-translation method (Abbas, 1982). It was first translated
from English into Arabic. The Arabic version was then translated back into English
by a bilingual translator who works for the Saudi government in Washington, to
assure the integrity of the translation. The final version was reviewed by an Arabian
teacher who has worked for 15 years as an English instructor at Western Michigan
University. This instructor teaches English classes as a second language.
The third part, items 14-20, were developed to measure the employees' job
satisfaction, the dependent variable in this study as taken from Abbas (1985). The
instrument aimed to measure each of three hierarchical groups (middle management,
second line supervision, first line supervision): organizational climate, supervision
leadership, group process, and satisfaction. The reliability for this instrument was not
reported, but is considered to be one of the best instrument to measure employee
attitudes on these topics (Bowers & Franklin, 1977; Housser, Pecorella & Wissler,
1977; Taylor & Bowers, 1972).
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Part three of the QPS consisted of seven subscales that measured satisfaction
with work group, supervisors, pay, organization, promotion, and chance for
advancement in the organization. A five-point likert-type scale was used for these
items, ranging from very dissatisfied to very satisfied. The survey was conducted in
English and Arabic (see Appendices C and D). The questionnaire was developed
using the back-translation method.

Abbas (1985) rendered it from English into

Arabic. The Arabic version was then translated back into English By a bilingual
translator who was educated in Canada. The difference between the original and the
new version was reconciled. The final version was reviewed by a top executive who
had worked for several years as a manager in London. The response rate was 57
percent. Permission for the use of the instrument was granted (see Appendix A).

The Company

The company which served as field site for this study was one company of the
Saudi Arabian Basic Industries Corporation (SABIC), a Saudi Arabian joint stock
company. SABIC was established by Royal Decree in 1976 to expand the industrial
base of the Kingdom of Saudi Arabia beyond oil (Ministry o f Planning, 1983).
SABIC is comprised of 15 petrochemical, plastics, fertilizer, and steel manufacturing
industries. Most of SABIC's industries were established as joint venture partnerships
in tandem with leading companies of the United States, the Far East, and Europe.
SABIC is, today, a worldwide supplier in the petrochemicals industry (SABIC, 1988).
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SABIC companies, as all business organizations in Saudi Arabia, employ only
male workers.

This is in keeping with religious and social customs forbidding

interaction between males and females in the work environment.
Quality circles was one of many management strategies adopted from
American industries to Saudi Arabian industries. Quality circles, as practiced in U.S.
companies, were adopted by SABIC in 1989. Dr. Wajeeh A l-A li (1987) translated
the quality circle concept into the Arabic language to serve as a framework to help
implement quality circles in the Arabic world (see Appendix E).

Sample

Employees within the production department of SABIC's company were the
target population of this study.

Three-hundred male employees represented the

accessible population from which the sample was drawn. The production department
was selected because: (a) it had the largest number of Saudi-native employees, and
(b) it was the first to implement quality circle programs. The sample consisted of 150
full-tim e production employees.

The following criteria were used to select the

sample: (a) full-tim e employees, (b) working week of 40 hours, (c) at least three
years at the same job, and (d) Saudi-native employees educated either in the West or
in Saudi Arabia. The following paragraphs explain why these criteria were used.
First, the SABIC company employs males exclusively. Religious traditions
prohibit women from sharing the same work environment with men. Regarding the
second criterion, the organizational structure and regulations have established 40 hours
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as working time per week. The third criterion was based on exposure to quality circle
programs in the company. The quality circle programs were developed and executed
in 1989 (Elmuti, 1989) involving all departments.

The sample population of

employees selected for this study have all been exposed to the design, organization,
and implementation of the quality circles program in the SABIC company.
The fourth criteria statement for the sample clearly restricts the population to
which the research findings may be generalized.

Only employees bom in Saudi

Arabia were part of this study. They are part of the culture and, even more, are more
identified with Saudi organizational behaviors and climate. It is important to indicate
that Saudi companies do not have part-tim e employees. Therefore, all employees
work the same hours.

This fact encourages the ecological generalization of the

findings.
A random sample of 150 full-tim e SABIC employees from the Department
of Production within the company was used. The distribution was: 75 employees
who are Saudi Arabian W estern-educated and 75 employees who are Saudi A rabianeducated. The selection procedures involved:
1. A list of all employees from the Department of Production was provided
by the personnel department.

The list described (a) the number of years each

employee had been working in the Department of Production, (b) the employee's
nationality, and (c) the colleges that the employees attended.
2. Employees who had less than three years working time were excluded from
the list.
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3.

A total of 75 full-tim e employees were assigned from both groups

(Western educated and Arabian educated) using a computerized program called
BASIC. It provided 150 random numbers. Each number represents an individual
from the list of Saudi employees in the Production department at SABIC.
4. The employees' names were alphabetically organized. Each individual was
assigned a matching number.
5. From the list, 150 random numbers were drawn. The numbers matched
with the employee's name were automatically selected.

Data Collection Procedures

Permission to Conduct the Study

The company was visited (by the researcher) and an interview was held with
President of the company to request permission to conduct the study, and solicit
cooperation during the data collection process; subsequently, permission was granted.
At the request of the researcher an assistant to be in charge of the administration of
the QPS was appointed by the President. This assistant was the manager from the
safety department at the company. The manager was instructed by the researcher on
the data collection procedures.

Contact With Participants

After the Human Subjects Institutional Review Board at Western Michigan
University approved the implementation of the research (see Appendix F), and the
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participating employees had been selected, initial contact with the participants was by
an appointed manager.

It was anticipated that having the manager o f the safety

department administer the survey instrument would result in a higher response rate
and would also overcome problems associated with mail service. The participants
received a letter (see appendix C) indicating that they had been randomly selected to
participate in the study. The letter explained the purpose of the study and the time
period needed to collect the data.

Confidentiality of information provided by the

participants in the study was promised.
After the return of survey instruments, the researcher created data files using
the computer system at Western Michigan University. Data files were constructed and
statistical computations completed using .SPSSX (Norusis, 1988).

Data Analysis

The individual respondent scores obtained on the instrument measuring
employee job satisfaction (dependent variable of this study) were used as the unit of
analysis. In this study the research questions investigated were:
1. Is there a significant difference between employees participation in quality
circle program and their type of education: Saudi Arabian W estern-educated or Saudi
A rabian-educated?
2. Is there a significant relationship between employees' job satisfaction and:
a.

their type of education:

Saudi Arabian W estern-educated or Saudi

Arabian-educated.
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b. their degree of participation in quality circles: high or low.
c. are there significant interaction effects among these variables?
The null-hypotheses tested were as follow:

Hypothesis #1

There is no difference among the mean score of employees participation in
Quality Circles, when they are Saudi Arabian W estern-educated or Saudi A rabianeducated.

Hypothesis #2

There is no difference among the mean score of employees job satisfaction,
when they are Saudi Arabian W estern-educated or Saudi A rabian-educated.

Hypothesis #3

There is no difference among the mean score of employees job satisfaction,
when they have a high or low degree of participation in Quality Circles.

Hypothesis #4

There is no difference among the mean score of job satisfaction of Saudi
Arabian W estern-educated and Saudi Arabian-educated employees who have high
participation in quality circles, and the mean score of job satisfaction of Saudi Arabian
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W estern-educated and Saudi Arabian-educated employees who have low participation
in quality circles.
The t test of independent means, and two way analysis of variance for
independent means were used to test the null hypotheses at .05 level of significance.
The results were computed by the Academic Computing Services at the computer
facilities at Western Michigan University.

Summary

In Chapter III, the purpose of the study, the research question, the independent
variables, the dependent variable, the instrumentation, the company, sample, the data
collection procedures and the data analysis were examined in relation to the problem
stated for this research study. Chapter IV provides the results of the study.
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CHAPTER IV

RESULTS

This chapter will discuss the findings of the research process as described in
Chapter III. First, the respondents and their response rate will be discussed. Second,
data analysis, and the findings will be summarized.
The purpose of this study was to investigate to what degree W estern education
and degree of participation in quality circles program of employees working in Saudi
Arabian industries have an effect on employees' job satisfaction.

Respondents

Response Rate

The Questionnaire of Participation and Satisfaction (QPS) was distributed to
150 full-tim e employees working in the department of production at one company of
Saudi Arabia Basic Industrial Corporation (SABIC).

To overcome problems

associated with mail service due to the distance, and to minimize nonresponse rate,
the instrument was administered by the manager of the safety department within the
company, who avoided personal contact with participating subjects in order to avoid
bias in the responses. Since this manager did not work in the production department,
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he did not know the subjects. This helped to insure the subjects would answer more
openly, without fear of being identified.
Two weeks following the distribution of the instrument, 95 questionnaires were
returned, a 63% return.
received, a 94%

return.

After 4 weeks, a total of 141 questionnaires had been
Nine individuals of the sample did not return the

questionnaires and were contacted to determine a reason for nonresponse. Personal
and telephone inquiries were made. Two of the nine nonrespondents reported not
having time available to fill out the questionnaires. The remaining seven subsequently
returned the questionnaires. The total number of respondents was 148, a 98% return
rate. Of these, 13 of the participants (8.6%) completed the instrument in the English
version and 135 (90%) had completed the instrument in the Arabic version.

Characteristics o f the Participants

Demographic data were collected on four characteristics of the subjects who
completed the (QPS) instrument: (1) age, (2) degree level completed, (3) location of
highest degree earned (Saudi Arabia, United States, or Europe), and (4) years of
experience.

The demographic characteristics of the subjects are reported for

descriptive purposes to alert readers to their possible influence on the findings of the
study.
These data are summarized below in Tables 1 -4 for the 148 subjects who
completed the survey.
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Table 1
Age of Respondents

N

%

Less than 25

23

16

26-35

42

28

36-45

46

31

46-55

37

25

Totals

148

100

Age

As Table 1 indicates, the distribution of respondents by age is approximately
normal. The highest percentage of respondents (31%) are between the age of 36 and
45 years. The lowest number of respondents (16%) are less than 25 years of age.

Table 2
Highest Degree Completed by Respondents
Highest Degree Completed

N

%

Baccalaureate Degree

82

55

Master's Degree

38

26

Associate Degree

14

10

High School Degree

11

Doctoral Degree

3

7
0

148

100

Totals

As shown in Table 2, just over one-half of the respondents (55%) have
completed their Baccalaureate degree; 26% have completed their Master's degree;
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10% have completed an Associate degree; 7% have completed their High School
degree; and, 2% have completed their Doctoral degree.

Table 3
Location of Highest Degree Earned
Where Highest Degree
N
%
Was Earned______________________________________________
Saudi Arabia

74

50

United States

61

41

Europe

13

9

Totals

148

100

As Table 3 indicates, approximately equal numbers of the respondents earned
their highest degrees in Saudi Arabia (50%) and in the United States (41%).

Only

9% of the respondents earned their highest degree in Europe. Considering both the
United States and Europe provide educational experiences in a Western culture, the
combining of these two locations results in equal percentages of respondents being
Saudi Arabian (50%) and Western educated (50%).

Table 4
Number of Years Experience at SABIC of Respondents
Years of Experience_______________N_______________________%
More than 10 years

36

24

7 -1 0

63

43

3 -6

49

33

Less than 3 years

0

0

148

100

Totals
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Table 4 indicates that 43% of the respondents have worked at SABIC for 7
to 10 years; 33% of the respondents have 3 to 6 years of experience at SABIC, while
24% of the respondents have worked for SABIC for more than 10 years. None of
the respondents had less than 3 years of experience.

Data Analysis and Findings

Research Question 1

Is there a significant difference between employees' participation in quality
circle program when they are Saudi Arabian W estern-educated or Saudi A rabianeducated?

Hypothesis 1

There is no difference among the mean scores of employees' participation in
quality circle when they are Saudi Arabian W estern-educated or Saudi A rabianeducated (p<.05).
In order to test this hypothesis, the sum score of items 5 -1 3 from the QPS
which measured employees' degree of participation in quality circles were analyzed
using the 1 test.

The results are presented in Table 5.

In this table, the means,

standard deviation, and the t—test findings for the variable type of education (Saudi
Arabian W estern-educated/Saudi Arabian-educated) are described in terms of the
degree of participation in quality circle programs.
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Table 5
Means, Standard Deviations, and t—test Results for
the Variable Type of Education by Degree of
Participation in Quality Circle

N

Mean

SD

df

t

2-tail
Prob.

Saudi Arabian
W estern-educated

74

21.8

5.3

138.3

4.8

.0001

Saudi A rabianeducated

74

17.1

6.7

Grand Mean

148

19.5

Variable

These findings show that employees who have been exposed to Western
education had significantly (p<.0001) higher mean scores than those who had been
educated within Saudi Arabia. Consequently, the null hypothesis of no differences
between employees' participation in quality circles, when they are Saudi Arabian
W estern-educated or Saudi Arabian-educated was rejected. Furthermore, the grand
mean of participation was calculated at 19.5, which was in the moderate range.

Research Question 2

Is there a significant relationship between employees' job satisfaction and:
a.

their type of education:

Saudi Arabian W estern-educated or Saudi

A rabian-educated.
b. their degree of participation in quality circles: high or low.
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c. are there significant interaction effects among these variables?

Hypothesis 2

There is no difference among the mean score of employees' job satisfaction,
when they are Saudi Arabian W estern-educated or Saudi Arabian-educated.
In order to test this hypothesis, the sum score of items 14-21 from the QPS
which measured employees' job satisfaction, was used in a tw o-w ay ANOVA. The
results show that (see Table 6):

Table 6
Summary of ANOVA for Hypothesis 2: Job Satisfaction
and Type of Education
Source

df

Ms

E

Fpro

Education Type Groups

1

1747.30

33.89

.0001

144

51.56

Within Groups

The null hypothesis of no differences in the mean score between employees'
job satisfaction when they are Saudi Arabian W estern-educated or Saudi A rabianeducated was rejected (p<.0001).

Hypothesis 3

There is no difference among the mean score of employees' job satisfaction
when they have a high or low degree of participation in quality circles.
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This hypothesis was tested using two-way ANOVA at .05 alpha level (see
Table 7).

Table 7
Summary of ANOVA for Hypothesis 3: Job Satisfaction
and Degree of Participation in Quality Circles
Source

df

Ms

E

Epio.L

Quality Circles Groups

1

169.69

3.29

.072

144

51.56

Within Groups

The null hypothesis of no differences in the mean scores between employees'
job satisfaction when they have high degree or low degree of participation in quality
circles was accepted at .072. The findings indicated no significant differences of
employees' job satisfaction, when they have a high or low degree of participation in
quality circles.

Hypothesis 4

There is no difference among the mean scores of job satisfaction of Saudi
Arabian W estern-educated and Saudi Arabian-educated employees who have high
participation in quality circles, and the mean scores of job satisfaction of Saudi
Arabian W estern-educated and Saudi Arabian-educated employees who have low
participation in quality circles.
This hypothesis was tested using two-way ANOVA (see Table 8).
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Table 8
Summary of ANOVA for Hypothesis 4: Job Satisfaction
and Type of Education and the Degree of
Participation in Quality Circles
Source
Type of Education by Quality
Circles Groups
Within Groups

df

Ms

E

Fpro.

1

2.09

.04

.841

144

51.56

The null hypothesis of no differences in the mean scores of job satisfaction of
Saudi Arabian W estern-educated and Saudi Arabian-educated employees who have
higher participation in quality circles, and the mean scores of job satisfaction of Saudi
Arabian W estern-educated and Saudi Arabian-educated employees who have lower
participation in quality circles was accepted. The findings indicated no significant
differences were found.
Table 9 presents descriptive data concerning Hypotheses 2, 3, and 4. This
table shows that Saudi Arabian W estern-educated employees with high degree of
participation in quality circles report higher job satisfaction than those employees who
are Saudi Arabian W estern-educated with low degree of participation in quality
circles (26.09 > 23.93). Regarding Saudi Arabian-educated, the findings show that
Saudi Arabian-educated employees with high degree of participation in quality circles
report higher job satisfaction than those employees who are Saudi A rabian-educated
with low participation in quality circles (18.59 > 15.90). Furthermore, the grand mean
of job satisfaction was calculated at 21.39, which was in the moderate range.
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Table 9
Sample Size, Means, and Standard Deviations
of Respondents by Groups: Job Satisfaction
Groups

N

Mean

SD

HQCs.WED

59

26.09

7.56

HQCs.AED

34

18.59

8.22

LQCs.WED

15

23.93

7.25

LQCs.AED

40

15.90

5.43

Grand Mean

148

21.39

Note:
HQCs.WED = High participation in quality circles and Saudi Arabian W esterneducated.
HQCs.AED = High participation in quality circles and Saudi Arabian-educated.
LQCs.WED = Low participation in quality circles and Saudi Arabian W esterneducated.
LQCs.AED = Low participation in quality circles and Saudi Arabian-educated.

Summary

In this chapter, the responses characteristics, the demographic characteristics
of the subject, and data analysis and findings have been presented.
The t test and tw o-w ay analysis of variance (ANOVA) were used to test the
four research hypotheses. The findings of this study show that the null hypothesis 1
was rejected. That is, employees who had been exposed to Western education had
significantly higher mean scores than those who had been educated in Saudi Arabia.
This finding indicates that Saudi Arabian W estern-educated employees participated
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in quality circle programs to a higher degree than their Saudi A rabian-educated
counterparts.
Null hypothesis 2 was also rejected. That is, the analysis of the data found
that job satisfaction was significantly higher for those employees who received their
education outside of Saudi Arabia, in Western countries.
Hypothesis 3 was accepted. There were no significant differences between
employees' job satisfaction levels as related to their degree of participation in quality
circle programs. Employees who participated in quality circle programs to a high
degree expressed no significantly higher levels of job satisfaction than employees who
participated to a lesser degree in the quality circle programs. Finally, hypothesis 4
was also accepted. Job satisfaction levels were not considerably higher in employees
participating to a high degree in quality circle programs, regardless of where their
education was received. Employees educated in Saudi Arabia or in Western countries
who participated to a lower degree in quality circle programs showed almost the same
levels of job satisfaction as their co-w orkers who participated to a higher degree.
In Chapter V, a summary of the study, conclusions, and recommendations for
further research are presented.
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CHAPTER V

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS

Summary

The purpose of this study was to investigate to what degree Western education
and Saudi Arabian employees' degree of participation in quality circles programs
affects their job satisfaction. A review of the literature was conducted related to the
variables. Research hypotheses were formulated expecting no significant differences
among the mean scores. In Chapter III, methods and procedures used to test the four
hypotheses were discussed, and in Chapter IV, the results were presented and
discussed.
The design of the study involved the participation of 150 Saudi Arabian
employees working in the production department of a Saudi Arabian Company.
Ninety-eight percent of the sample population participated in this study. The validity
and reliability of the instruments were reported.

Standard conditions for

administration and scoring were used and the alpha reliability coefficient obtained
was .85.
In this research study, the independent variables were the type of employee
education (Saudi Arabian W estern-educated and Saudi A rabian-educated), and the
degree of employee participation in quality circles programs (high or low).

The
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dependent variable was employee job satisfaction as measured by items 13-20 of the
QPS, which was translated into Arabic language.
The i test and two-way analysis of variance (ANOVA) were used to test the
four null hypotheses.
The following research questions were studied:
1. Is there a significant difference between employees' participation in quality
circles programs, when they are Saudi Arabian W estern-educated or Saudi A rabianeducated?
2. To what extent is there a significant relationship between employees' job
satisfaction and:
(a) their education: Western or Saudi Arabia;
(b) their degree of participation in quality circles: high or low;
(c)

their education (Western or Saudi Arabian) and their degree of

participation in quality circles: high or low.
In Chapter IV, the following four hypotheses, stated in null form, were tested:
1. There is no difference among the mean scores of employees' participation
in Q.C., when they are Saudi Arabian W estern-educated or Saudi A rabian-educated.
2.

There is no difference among the mean scores of employees' job

satisfaction, when they are Saudi Arabian W estern-educated or Saudi A rabianeducated.
3.

There is no difference among the mean scores of employees' job

satisfaction, when they have a high or low degree of participation in quality circles.
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4. There is no difference among the mean score of job satisfaction of Saudi
Arabian W estern-educated and Saudi Arabian-educated employees who have high
participation in quality circles, and the mean scores of job satisfaction of Saudi
Arabian W estern-educated and Saudi Arabian-educated employees who have low
participation in quality circles.

Conclusions

Demographics of participants (e.g. age, highest degree completed, location of
highest degree earned, and number of years experience in the company) were
collected and reported for descriptive purposes to alert readers to their possible
influence on the findings of the study.

In addition, the survey was completed in

English and Arabic, with the majority of subjects responding in the Arabic version
(90%).
Null hypothesis 1 was rejected, as expected.

Employees who had been

exposed to a Western education showed significantly higher participation rates in the
quality circle programs than their Saudi Arabian-educated co-w orkers.

This

conclusion may indicate that Saudi Arabians receiving their education abroad in
W estern countries have had more opportunity than their Saudi A rabian-educated
counterparts to experience a greater variety of new ideas. Exposure to a variety of
new ideas and ways of doing things makes these workers more open to giving
different strategies, such as quality circle programs, an opportunity to succeed.
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On the other hand, those employees who received their education in Saudi
Arabia have had little exposure to management techniques other than the standard
ones already in practice in Saudi Arabian industries. The centuries-old traditional
culture of Saudi Arabia may be discouraging acceptance of changes in business, as
it does in social life. The traditional role of managers as authoritarians who make all
decisions perhaps discourages more traditional workers from trying participatory
management techniques, such as quality circles. Workers not exposed previously to
shared decision making, as in quality circles, may exhibit a certain amount of
suspicion and distrust, and prefer not to accept any responsibility for making group
decisions previously made by one authoritarian manager.
The rejection of null hypothesis 2 presents more questions than answers.
Results of the study indicate that employees who have received a Western education
express a higher level of general job satisfaction than those employees educated in
Saudi Arabia. However, it is the opinion of this researcher that further studies are
needed before reliable conclusions can be reached.

Unaccounted for variables

involving the subjects themselves may be more responsible for the results than the
type of education the respondents actually received. For example, stereotypes exist
in Saudi Arabia about people who strive to get a Western education. There is some
degree of status and prestige afforded to those who get their education in the West.
A more comprehensive study involving a much larger subject base could be
enlightening to educators in both Saudi Arabia and in the United States.
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Hypothesis 3 asked if employees' job satisfaction levels were related to their
degree of participation in quality circle programs. The findings showed that there
were no significant differences in job satisfaction levels, whether participation of
employees in quality circle programs was high or low. This finding indicates that
other factors may be contributing to job satisfaction levels of employees besides
participation in quality circle programs. For example, factors not related to the job
itself, but to the job environment. These companies are located in industrial cities—
built specifically for the industries.

The workers live in quarters set up by the

company, but workers are deprived of normal family and social life. Further research
concentrating wholly on factors related to job satisfaction is probably warranted.
The acceptance of hypothesis 4 suggests the data reveals that job satisfaction
levels of employees were not considerably higher, whether they participated to a high
degree in quality circle programs or not, and regardless of where they received their
education, in Saudi Arabia or in Western countries. The findings clearly indicate that
participation levels in quality circle programs did not contribute significantly to
employee job satisfaction. Further, the findings contradict the idea that Saudi Arabian
W estern-educated employees and Saudi Arabian-educated employees will show
different levels of job satisfaction, depending on their level of participation in quality
circle programs.

Therefore, there is no interaction between employees' type of

education (Western or Arabian) and their degree of participation in quality circle
programs, when it comes to their level of job satisfaction. The data, then, reveals that
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other factors could be responsible for differences in job satisfaction levels of
employees.

Discussion

This study's investigation raised the interest of the researcher particularly in
two areas. The first concerns the relationship between participation in quality circles
and job satisfaction.

This study clearly demonstrates that participation in quality

circles is not related to levels of job satisfaction. This finding is not consistent with
the majority of previous studies which show a positive relationship between
participation in quality circles and job satisfaction (Dale, 1985; Gupta & Smith, 1989;
Mitchell, 1986; Putti & Cheong, 1990; Tausky & Chelte, 1988).
Further, two studies in particular dealt with the implementation of quality
circles in Saudi Arabia. The first study (Elmuti & Kathawala, 1990) involved the
implementation of computer-aided quality circles in a m ulti-national firm in Saudi
Arabia. Its results showed that these programs had a positive and significant impact
on job satisfaction, as well as on the productivity of employees. Another study of a
second company using quality circles in Saudi Arabia also reported a significant
impact on the job satisfaction of both participants and persons affected by the
programs (Elmuti, 1989).
Still, other researchers question such a direct relationship.

For example,

Abbott (1987) challenged the assumption that a simplistic relationship between quality
circles and job satisfaction exists. His study of an electronics firm suggests that other
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factors besides the presence of quality circles (e.g., the work environment, recognition,
etc.) may also play a role on the levels of job satisfaction in employees. A study by
Lincoln (1989), comparing employees in factories in Japan to employees in factories
in the United States, found that the implementation of quality circles in the Japanese
factories produced greater employee commitment, but less satisfaction, when
compared to their American counterparts.

Lincoln attributed findings of higher

commitment but lower job satisfaction in Japanese workers to seniority systems and
strong social bonds.

A third study by Vemey, Ackelsberg and Voloviak (1989)

produced findings that quality circles did not improve satisfaction with the job itself,
but did improve workers' perceptions of how management treated them.
These studies indicate that quality circles, by itself, may not always be the
answer to producing higher levels of job satisfaction. Many other factors may also
help determine higher satisfaction in workers. For example, in the present study, the
finding of no relationship between quality circles and job satisfaction may be due, in
part, to the way in which quality circles are introduced and implemented in Saudi
Arabia and in SABIC. There is a difference of opinion in the literature regarding the
implementation of quality circles, or any foreign management techniques crossculturally. Some scholars feel quality circles transcend cultural differences, while
others feel strongly that such strategies must be modified to fit each culture (Badawy,
1980; Gonzalez & McMillan, 1961; Harris & Moran, 1981; Ingle, 1982). It is the
opinion of this researcher, based on the results of this study, that Saudi Arabia
presents special problems when implementing foreign management techniques and
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strategies, due to the unique traditional culture, social customs and the religion of
Islam.

Because of these special circumstances, foreign ideas o f any sort will be

difficult to introduce in Saudi Arabia.
When Saudi Arabia began to modernize, build its infrastructure, and develop
its industries, the government relied heavily on input from W estern experts; notably,
American experts.

Most Third World developing nations borrow models of

development from already established countries, such as from the United States, when
they begin to modernize. However, in spite of the full utilization of new technologies,
consultation and advice from Western specialists, and a massive effort to train and
educate the indigenous population, Saudi Arabian industries are still facing many
problems, some of which have already been discussed in this study (i.e., low levels
of job satisfaction in employees, little worker loyalty or commitment toward
employers, low production and quality, high turnover rates, and high absenteeism).
Up to this point, the reaction has been to keep introducing W estern management
techniques and strategies to Saudi Arabian industries that have been shown to be
effective in other developing countries; this, rather than to examine other reasons why
Western models are not working in Saudi Arabian industries.
Because Saudi Arabia is a unique country with a very traditional culture, social
customs and religion (Islam) that have not changed for centuries, introducing and
implementing any foreign ideas has been difficult, at best. Borrowing techniques and
strategies from the Western model is not the real problem.

However, relying on

Western experts to implement such programs may be problematic. Western experts
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employed by the Saudi government, and working for such industries as SABIC, are
given just a brief overview of the culture, customers and religion of Saudi Arabia—
just enough information for them to live for an extended period of time in the country
without creating difficulties for themselves or others. Moreover, Westerners working
in Saudi Arabia are segregated into communities away from common Saudi Arabian
citizens. As a result, Westerners have very little contact with the general population,
except for limited exposure from co-workers.

Such limited exposure prevents

Western experts from gaining any real understanding of the Saudi Arabian people.
Further, when programs are advised for the industries by the Western experts, they
are implemented in whole, without needs assessments, pilot studies, or any other
research being conducted first. The general feeling seems to be that if the programs
have worked elsewhere, they will work in Saudi Arabia.
But, since Western experts have very limited knowledge of the culture of
Saudi Arabia, many such programs are bound to fail.

There is a real need for

employing Saudi Arabian nationals who have been educated in the West to act as
advisors and consultants to Saudi Arabian industries. Being Saudi Arabian first, and
being educated in the West second, give such persons an advantage Western experts
to not possess— a good understanding of both the Saudi Arabian and American
cultures, the differences between them, and a better understanding of the obstacles
present in introducing the Western model to Saudi Arabian society.
Saudi Arabia is different from most Third World developing countries in that,
thanks to the abundance of oil reserves and the world's dependency on fossil fuels, the
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Saudi government has had a virtually unlimited amount of capital to invest in the
modernization process, as well as to create and finance a social welfare system for its
people that is unparalleled elsewhere.

One of the specific problems inherent in

imposing a Western model of development on Saudi Arabian industries is related to
the fact that the Saudi Arabian government has been able to economically provide for
citizens by guaranteeing them jobs. Therefore, factors such as job satisfaction, loyalty
and commitment are not tied to either financial concerns, or to concern of job loss.
In fact, material wealth is not of great concern for Saudi Arabians; instead, hospitality,
generosity, honesty and courage are upheld as values in the society, in large part
because these are values and customs associated with the religion of Islam.
Moreover, the economy of Saudi Arabia is not privatized, as in the United
States.

Industries are protected through subsidies from the government of Saudi

Arabia. Products produced by industries are required to be used by other companies.
For example, steel produced by one company must be used by construction companies
for their projects under contract with the government; concrete made by another
industries is used in building and road construction, and so forth.

W ith heavy

government subsidizing, there is no competition in the industrial sector and no
incentives for production or quality improvements. In such an atmosphere, it is highly
questionable whether Western techniques and strategies such as quality circles are
actually beneficial to Saudi Arabian industries. Instead, research should concentrate
on discovering first the factors related to what motivates higher job satisfaction in
Saudi Arabian workers.
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The way in which industries are set up in Saudi Arabia also may factor into
low job satisfaction, high turnover rates, absenteeism, and so forth.

When the

government began planning the creation of the industrial sector, the decision was
made to locate industries away from already established towns and cities. Actual
industrial cities, such as A l-Jubail where the companies of SABIC are located, were
built from scratch.

Housing units specifically for workers were built around the

industrial companies. But workers applying for jobs in the companies elected not to
bring their families and relocate in the new cities, because this did not appeal to the
families. The families preferred to stay in the villages, towns, and cities where they
were already established, close to their relatives and tribal affiliations. The men who
work for the industries, then, stay in the quarters provided for them by the companies
during the workweek, and then travel home for the weekend to be with their families.
Some live within an hour's drive of the industrial cities, while others may have to
travel a greater distance to get home. Since the family is the strongest unifying force
in Saudi Arabia, next to Islam, being separated from the family is difficult for most
Saudi Arabians. The resulting stress on normal family lie, then, plays a role in the
high turnover rates, absenteeism, and low satisfaction levels experienced in industries
in Saudi Arabia.
A second area of interest to the researcher are the findings of this study on the
difference in job satisfaction levels of employees educated in the West and those
educated within Saudi Arabia. The findings indicate that those Saudi Arabian SABIC
employees educated in Western nations report higher job satisfaction levels than their
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Saudi Arabian-educated co-workers.

These differences in job satisfaction levels,

however, could be accounted for in that persons educated in Saudi Arabia are different
from persons pursuing their education in the West to begin with. There is a common
perception among Saudi Arabians in general that anything Western is somehow better.
Specifically, people who seek higher education in the West are special. They are
afforded a greater degree of status and prestige for getting their education in the West,
and this factor may carry over into the job market after graduation. One reason this
stereotype of Western education being somehow superior comes from the fact that it
was not until the 1970s that the Saudi Arabian government was able to develop
university programs and curricula comparable to universities in Western nations.
Therefore, people still perceive Western educational institutions as superior to those
in Saudi Arabia, even though this is no longer true. This perception, however, could
be contributing to the higher degree of job satisfaction felt by Saudi Arabian
W estern-educated SABIC employees in this study.

Recommendations

Any recommendations based on the findings and conclusions of this study
must be considered within the understanding that the subjects who provided the data
of this study represented only employees from the production department of one
company of Saudi Arabian Basic Industrial Corporation (SABIC). Further, the ratio
of Saudi Arabian W estern-educated versus Saudi Arabian-educated employees may
vary in different departments, companies, and Saudi Arabian industries. The findings
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and conclusions of this study may or may not be generalizable to the Saudi Arabian
Basic Industrial Corporation (SABIC).
Despite the limitation of this study, the findings and conclusions seem to
warrant the following recommendations:
1. There is a general and genuine need, in Saudi Arabia and elsewhere, for
organizations to continually re-exam ine their implementation of management
techniques and strategies, in reference to the environments in which they operate and
the clientele which they serve. Because SABIC is a jointly-ow ned concern of both
the Saudi Arabian government and Western private investors, intensive cross-cultural
research may be useful in determining how foreign techniques and strategies can be
adopted and/or modified successfully, given the unique culture of Saudi Arabia.
2.

Before any changes in management techniques and/or strategies are

implemented in Saudi Arabian industries, needs assessments should be conducted in
order to determine whether problems exist, the causes of such problems, and the best
solutions to fixing such problems.
3. SABIC may wish to explore the feasibility of implementing training and
seminar programs for Saudi Arabian-educated employees, pertaining to the workings
of, and reasons behind, the desire to adapt foreign management techniques and
strategies in the industry.
4.

Currently, the government of Saudi Arabia and SABIC sponsor some

employees for higher education abroad in Western countries. A more cost-effective
solution to educating employees in Western management strategies abroad could
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involve an exchange program between business and management instructors from
saudi Arabia and the United States (or Europe). An exchange program of this type
would enable Saudi schools to implement specific curriculum on Western management
techniques and strategies, eventually eliminating the need of expensive training and
education abroad for individual employees.
5. This study should be replicated with subjects selected from, or inclusive
of, all departments of this company, and from more than one company of the Saudi
Arabian Basic Industrial Corporation (SABIC).
6. Further research studies should be considered on the subject of factors
related to job satisfaction in Saudi Arabian workers.
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Department o f Management
Indiana U n iv e rs ity o f Pennsylvania
In d ian a, PA 15705
T e l. (412) 357-5759
Fax (412) 357-5743
July 13, 1991

Mr. Abdulrahman A l-S ela im
P.O. Box 19106
Kalamazoo, MI 49019
Dear Mr. A l-S elaim :
Enclosed please fin d a copy o f the Arabic version o f Work
S a tis fa c tio n (survey o f o rg an iza tio n - UM).
I tra n s la te d i t to
A rab ic in 1982.
Also please fin d the instrum ent f o r d ecisio n 
making s ty le s fo r use in your research.
Along w ith them, I am
in c lu d in g
some
l it e r a t u r e
re la te d to
management and work
s a t is f a c t io n in the Arab w orld.
I hope you fin d them useful in
conducting your l it e r a t u r e survey.
I f you need more in fo rm a tio n , please l e t me know.
Good luck on
your research and fe e l fre e to contact me when you need as sistan ce.
S in c e re ly ,

Abbas J. A1i , Ph.D.
P rofessor o f Business S trateg y
and In te rn a tio n a l Management
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September 14, 1991

TO:
DEPARTMENT:

I am in the process of developing an instrument to categorize employees'
degree of participation in quality circle programs in a Saudi Arabian Industrial
company.
For the purpose of obtaining instrument validity, three experts were selected
to serve as a panel to judge the questionnaire items. The questionnaire was designed
by the researcher after careful examination of the literature reviewed regarding the
individual participation and involvement in quality circle programs.
Please read the directions and indicate your judgment of each item. I deeply
appreciate your willingness to participate, and would like to thank you for your kind
cooperation.

Most Cordially,

Abdul Selaim
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Please read each item, and indicate your judgment by using the following scale:

1 - not important
2 - important, but not essential
3 - essential

If there are any items you think should be added, or any suggestion you'd like to
make, please do so by using the last page.
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1.

I attend most quality circle
meetings.

2.

I encourage my co-w orkers to
attend quality circle meetings.

3.

I participate by suggestion
ideas in Q.C. meetings.

4.

W hen I miss a Q.C. meeting, I
try to find out what was
discussed.

5.

I feel the quality circle meetings
are beneficial to our work unit.

6.

I feel committed to the results
o f the meetings.

7.

I am confident in the success of
the meetings.

3
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t:
a
B
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essential
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Items that should be added, or suggestions:
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Dear Sir:
Your company has been selected as one of the companies in Saudi Arabia
Basic Industries Corporation (SABIC) to participate in a study that could provide
useful information concerning employee satisfaction and their degree of participation
in quality circle programs.
Realizing how busy you must be, this questionnaire has been prepared in such
a manner as to make your responses as easy as possible. Please take a few moments
of your time to complete it as accurately as possible. Please make every effort to
return it within three days.
Your responses to the questionnaire will be treated as entirely confidential.
You are not asked to provide your name. This letter strongly requests your assistance
and cooperation in bringing this study to a successful completion.
I deeply appreciate your willingness to participate, and would like to thank you
for your kind cooperation.
Sincerely,

Abdulrahman Selaim
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Please read each statement on this questionnaire and circle one of the answer
spaces, also please remember their are three pages to be completed.

1.

2.

3.

4.

What is your age?
(1)

Less than 25 years

(2)

25 - 35 years

(3)

36 - 45 years

(4)

46 - 56 years

What is the highest educational degree you earned?
(1)

Associate

(2)

Bachelor

(3)

Masters

(4)

Doctoral

From where you earned your degree?
(1)

Saudi Arabian

(2)

American

(3)

Europe

How long have you been working for thiscompany?
(1)

Less than 2 years

(2)

3 - 5 years

(3)

6 - 8 years

(4)

9 - 1 1 years
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Please indicate your response to the following statements by circling your agreement
to a low (1), middle (2), or high (3) degree.

Low

Middle

High

5.

I attend most quality circle
meetings.

6.

I encourage my co-workers to
attend quality circle meetings.

1

2

3

I participate by suggestion
ideas in Q.C. meetings.

1

2

3

When I miss a Q.C. meeting, I
try to find out what was
discussed.

1

2

3

I feel the quality circle meetings
are beneficial to our work unit.

1

2

3

I feel committed to the results
of the meetings.

1

2

3

I am confident in the success of
the meetings.

1

2

3

I feel Q.C. meetings improve
communication through group
activities.

1

2

3

7.

8.

9.

10.

11.

12.

13.

I feel Q.C. meetings increase
management understanding
employees' concerns and problems. 1

2

3
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14.

Overall, how satisfied are you with
the persons in your workgroup?

15.

Overall, how satisfied are you with
your supervisor?

16.

Overall, how satisfied are you with
your job?

17.

Overall, how satisfied are you with
this organization?

18.

Considering your skills and the
effort you put into your work, how
satisfied are you with your pay?

19.

How satisfied are you with the
progress you have made in this
organization up to now?

20.

How satisfied are you with your
chances for getting ahead in this
organization in the future?
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Very Satisfied

Please indicate below, by circling cne of the answer spaces, your response to the
following questions.
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W e s t e r n M ic h ig a n U n iv e r s it y

Oate:

May 4, 1992

To:

Abdulrahman Selaim

From: Mary Anne Bunda, Chair
Re:

HSIRB Project Number:

92-&5-05

This letter will serve a s confirmation that your research protocol, "Effects of Western
Education on Employees Participation and Job Satisfaction in Saudi Arabian Industries" has been
approved under the exempt category of review by the HSIRB. The conditions and duration of
this approval are specified in the Policies of Western Michigan University. You may now begin
to implement the research a s described in the approval application.
You must seek reapproval for any changes in this design. You must also seek reapproval if the
project extends beyond the termination date.
The Board wishes you success in the pursuit of your research goals.
xc:

Jenlink, EDLO

Approval Termination:

May 4, 1993
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